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The Chartered Management Institute


The Chartered Management Institute is the only chartered professional body that is dedicated to management and leadership. We are committed to raising the performance of business by championing management.


We represent 71,000 individual managers and have 450 corporate members. Within the Institute there are also a number of distinct specialisms, including the Institute of Business Consulting and Women in Management Network.


We exist to help managers tackle the management challenges they face on a daily basis by raising the standard of management in the UK. We are here to help individuals become better managers and companies develop better managers.


We do this through a wide range of products and services, from practical management checklists to tailored training and qualifications. We produce research on the latest ‘hot’ management issues, provide a vast array of useful information through our online management information centre, as well as offering consultancy services and career information.


You can access these resources ‘off the shelf’ or we can provide solutions just for you. Our range of products and services is designed to ensure companies and managers develop their potential and excel. Whether you are at the start of your career or a proven performer in the boardroom, we have something for you.


We engage policy makers and opinion formers and, as the leading authority on management, we are regularly consulted on a range of management issues. Through our in-depth research and regular policy surveys of members, we have a deep understanding of the latest management trends.


For more information visit our website www.managers.org.uk or call us on 01536 207307.














[image: Images]


Chartered Manager


Transform the way you work


The Chartered Management Institute’s Chartered Manager award is the ultimate accolade for practising professional managers. Designed to transform the way you think about your work and how you add value to your organisation, it is based on demonstrating measurable impact.


This unique award proves your ability to make a real difference in the workplace.


Chartered Manager focuses on the six vital business skills of:


[image: image]  Leading people


[image: image]  Managing change


[image: image]  Meeting customer needs


[image: image]  Managing information and knowledge


[image: image]  Managing activities and resources


[image: image]  Managing yourself


Transform your organisation


There is a clear and well-established link between good management and improved organisational performance. Recognising this, the Chartered Manager scheme requires individuals to demonstrate how they are applying their leadership and change management skills to make significant impact within their organisation.


Transform your career


Whatever career stage a manager is at Chartered Manager will set them apart. Chartered Manager has proven to be a stimulus to career progression, either via recognition by their current employer or through the motivation to move on to more challenging roles with new employers.


But don’t take just our word for it …


Chartered Manager has transformed the careers and organisations of managers in all sectors.


[image: image]  ‘Being a Chartered Manager was one of the main contributing factors which led to my recent promotion.’


Lloyd Ross, Programme Delivery Manager, British Nuclear Fuels


[image: image]  ‘I am quite sure that a part of the reason for my success in achieving my appointment was due to my Chartered Manager award which provided excellent, independent evidence that I was a high quality manager.’


Donaree Marshall, Head of Programme Management Office, Water Service, Belfast


[image: image]  ‘The whole process has been very positive, giving me confidence in my strengths as a manager but also helping me to identify the areas of my skills that I want to develop. I am delighted and proud to have the accolade of Chartered Manager.’


Allen Hudson, School Support Services Manager, Dudley Metropolitan County Council


[image: image]  ‘As we are in a time of profound change, I believe that I have, as a result of my change management skills, been able to provide leadership to my staff. Indeed, I took over three teams and carefully built an integrated team, which is beginning to perform really well. I believe that the process I went through to gain Chartered Manager status assisted me in achieving this and consequently was of considerable benefit to my organisation.’


George Smart, SPO and D/Head of Resettlement, HM Prison Swaleside









To find out more or to request further information please visit our website www.managers.org.uk/cmgr or call us on 01536 207429.
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Preface


Welcome to Dealing with Difficult People. You may have had several reasons for buying this book. Perhaps you are moving into a supervisory or management role and wish to prepare, or maybe you already have a number of difficult people crowding your life. Whatever the situation, this book provides an overview of how to deal with difficult people and offers practical advice divided into specific sections. Exercises and case studies help you put the advice into perspective and towards the back of the book you will find not only suggested solutions but also a Twelve-Point Tool Box of tips and techniques that cross all situations.









So, here we go.




01


What do we mean by a difficult person?


Who are the difficult people in your life? How do you decide that they are ‘difficult’? Is it an instant feeling you get about someone or the result of a degenerating relationship? Is it about personalities or business?


However you answered the above questions most of us have people in our life who we consider difficult, and when this situation is at work, we cannot simply walk away. You can choose your friends but not your work colleagues and when difficult people are in your team, you simply have to find a way forward. People are the most important resource in any organisation, and the ability to communicate at a high level is critical for career success. Individuals deemed to have high levels of emotional intelligence are able to adapt their communication style to manage all types of people, especially the difficult ones. Therefore communicating effectively with challenging characters demonstrates specific skills that not everyone possesses. The good news is that these skills are not necessarily innate and can be learnt, so let’s start learning. The Oxford English Dictionary defines ‘difficult’ as being:




‘troublesome, perplexing, unaccommodating, stubborn’




… and indeed these are some of the types of people we will be discussing, together with those who are aggressive, selfish, negative, overly accommodating, insecure and high maintenance.


However, before we look at individual traits we need to establish some facts.


The ‘One Universal Truth’


There is one universal truth that we need to accept before we can proceed:




There is no quick fix or magic wand that changes the behaviour of others.




You may have seen ‘mind benders’ and hypnotists on the stage and television, but as a qualified clinical hypno-psychotherapist I can tell you that there are no quick fixes to instant behavioural change, and any behavioural modification must be desired by the person concerned. In short, they will have found good reasons for displaying the type of behaviour they exhibit – it works for them and they get what they want. We need to show them that there is another way that not only also works, but is even more effective.


This means that behavioural change cannot be forced. We have all experienced wanting to be liked by someone, perhaps at school, and the other person not responding in the way we want. It is a hard lesson in life that we cannot make others like us, want us, or even love us – we can only model positive behaviour, influence and encourage, and hope that the other person feels the same. This is, in fact, excellent news. It means that whenever we notice behavioural change in others it is because they want to adapt or rethink the way they interact with us, and try a different approach. They are meeting us halfway, playing by the rules, and this makes for pleasant interaction.


So if we cannot change everyone to our preferred way of behaving, where does that leave us? Well, the only thing that we can effectively change is ourselves – our own behaviour. This means having a number of techniques to hand and being open to try flexible approaches in applying them.


For example, John has just started working in your team. You have noticed that he works incessantly. He never takes a break, even through lunchtime, and that is frowned on by your organisation as they put great store on work/life balance and the need to take regular breaks. There is a real danger that if John continues, and then has a breakdown, you (as his manager) may be held responsible. Now you could tackle this in two ways:









1. You could call John in and lay the law down, telling him that this is not how you work here. It is affecting the rest of the team and they are starting to feel resentful, and therefore you will need to monitor him more closely. Or:


2. You could call John in, and engage him in more gentle conversation, trying in the first instance to find out whether he feels confident about his job or has any worries. Then, without sounding accusational, you could mention how the organisation views overwork and drop into the conversation how you find breaks so refreshing and that perhaps John should join you on one, or go with a colleague. (You may want to inject an analogy or a story to illustrate your point.) Then make sure that John sees you taking regular breaks yourself.









You may be thinking that the first way is so much quicker and less hassle but the outcome will be very different. With the first way, John will feel shamed, caught out; he will know that his colleagues have been speaking about him and that now he has done ‘something wrong’ he needs to be monitored. This will make John feel bad, and is not a good start to your relationship. The second way may take a little longer but demonstrates your real skill as a manager. You are hoping that John changes his behaviour because he decides to and therefore retains his self-esteem and confidence. He will see you as a leader rather than a bully and he will appreciate the care of your guidance. He does not feel ashamed or that he has done anything wrong, and is quite happy to go back to the team, knowing that your conversation stays between the two of you. The fact that you are modelling this behaviour yourself shows John that it is acceptable to work in this way and that it is, in fact, expected. This all bodes well for John working in your team for a long time.


At this point you might be thinking that you picked up this book to change other people, not to have to change yourself. After all the problem is ‘out there’ isn’t it? Not in here with you. Behaviour is a type of communicational dance, as we will see below, and the quality of the dance depends heavily on both partners.


Your role in the dynamic


Almost every time I am involved in mediation or some kind of dispute, I am called upon to change the behaviour of the other person because they are being difficult. It is so easy to think that every problem is because of the other person’s ‘difficult’ personality, but in every interaction we cannot separate ourselves (or anyone else involved) from the dynamic.


What do I mean? Imagine you are walking down a corridor near to your office and you see two colleagues having a conversation about a third person. They are speaking and gesturing in ways they can both understand. As you pass you hear something of interest and decide to join the conversation. Suddenly the conversational rules need to change to accommodate you being present. Your colleagues may use different phrases or examples to illustrate their conversation, and if you are in any way related to or a friend of any of the characters being discussed, they will be very careful as to how they express their opinions. The point here is that you have had an impact on the way the communication can continue, that cannot be ignored. The conversational ‘dance’ has changed to accommodate a third ‘dancer’ and therefore the rules of the dance need to change.


When dealing with people in a difficult scenario we have to accept ourselves as being part of the situation. Power, status, personality and a whole host of other issues have an impact on the situation, and ultimately the outcome. It may be hard for each of us to consider that we may be part of the problem – but in simply accepting that this may be so, and watching for any of the signs, we could be part-way to finding a solution (we will discuss this more in Chapter 9).


The fact that we are part of the dynamic in any interaction means that we need to consider our own behaviour (verbal and non-verbal) at all times. We need to take full responsibility for the things we say and do to make sure we are part of the solution rather than a continuation of the problem.


Different types of difficult behaviour


To describe someone as ‘difficult’ is all encompassing. However, the degree or nature of the difficulty can vary from person to person. Let’s look at a number of typically difficult behaviours here and see where these people may be coming from, as sometimes an insight into their behaviour can help us understand them, and therefore consequently deal with them, better.


Remember that popular psychology tells us that we must have some kind of reward for perpetuating our behaviour, and therefore an insight to where the motivation may come from is useful.


Aggressive people


You may be very well aware of aggressive people already – they stand tall, make a lot of noise and generally try to frighten and intimidate those about them. Of all the difficult types of people, aggressives make their presence widely known and are possibly the most openly feared of all the types.


In essence this is not true. Yes, they can make a big noise, which makes them scary, but they are the WYSIWYGs of the business world. In other words, what you see is what you get. This obvious ‘front’ to their behaviour makes them easier to handle than some of their more devious counterparts. If you can get past the noise, then you might find out what is going on.


What motivates them? Well, clearly this behaviour has worked well for them in the past. They come from the school of ‘shout loud enough and others will hear, and push hard enough and others will have to take notice.’ Some aggressives even relish this side of their personas, recommending that it is the only way to get things done, and even go so far as modelling themselves on currently fashionable aggressive personalities. It is likely that somewhere in their past they have struggled to be heard. Perhaps they were a middle child or ignored to some extent. They have learnt that the only way to push through their ideas is to become aggressive (and that often means loud). As this behaviour scares so many people, it works, and as they cave in to the aggressive’s bullying tactics, this acceptance reinforces the aggressive further. This behaviour has to be right – it delivers results, doesn’t it?


Aggressives need a firm stance. You have to stand up to them and be clear about how their behaviour affects you and the others around you. Many aggressives appear to be astounded when told that their behaviour strikes fear into others; they feel they are being nothing more than vocally assertive. This mismatch in perceptions needs to be explored in some detail before change can begin to take place.


Harassment laws are in place to prevent bullying in the workplace, and managers need to discuss this openly with all staff. So where is the incentive to change? Aggressives need to be:




[image: images]  faced with their behaviour


[image: images]  informed of the problems this causes (giving instances)


[image: images]  notified of the consequences


[image: images]  given an alternative route for behaviour.




Note: Not all aggressives would become violent but should it be threatened, this is one area where you immediately need to involve other authorities such as the police.


Know-it-alls


The main aspect of the know-it-all appears to be their irritating obsession with knowing everything, but slightly more worrying is their inability to listen. These are not the specialists known in every business, they are the busy bodies whom you find it difficult to stop once they are on a roll. Their knowledge may not even be that special or interesting but if they hear a question in your voice, they will be straight in there. Know-it-alls jump in before you have even finished your sentence, such is their keenness to demonstrate that they truly do know it all, and to state their claim to this knowledge before anyone else speaks. This means that, while they are gabbling, they are not listening to the tail end of your message. That could be a real problem, especially if you have designed a particularly punchy ending or have left the most significant facts until last.


Below the surface of the know-it-all is the child who needs to feel important. They are searching for recognition that comes with information. Knowledge is power, and they know how to use it. Know-it-alls hope to dazzle with facts and are craving attention and approval through their behaviour. It may be that they are slightly weak in other areas of business, but are able to dominate in this one area. Every manager needs expertise and information, but it is the manner in which this is given that makes for smooth communication.


This brings me to the final point. The know-it-all usually has a certain, even if understated, arrogance. When they give information it is delivered in such a way as to elevate themselves and put down others. The information then becomes game points that result in the know-it-all being the winner, superior in some way over the other players, who may not even have understood that they were in a game.


Know-it-alls need lots of reassurance; they need to feel important. Ways to deal with this could include:




[image: images]  harnessing some of their enthusiasm by praising their knowledge


[image: images]  balancing that out by praising others at the same time too


[image: images]  being assertive in stopping them interrupting or cutting across you by asking them to allow you to finish each section of what you are trying to say


[image: images]  giving feedback on their behaviour and how it affects you.




Note: Know-it-alls can be quite thick-skinned and therefore you may have to do this many times before they get the message.


Selfish people


Selfish people don’t share and that means anything from a pencil sharpener to a business idea. There may be a number of reasons for this – perhaps they had trouble sharing as children, perhaps they have never had to, and so now are unsure how. This may not be an issue for them in their private lives. However, when we are considering a work situation, items at work often have status values, and whether we share them or not gives an insight as to how comfortable we are about our own individuality. Staff can become very protective of the chair they sit in, which workstation they use, and whether they have to share an office or not. Another layer of complexity is that some items in the workplace may be privately owned (such as staff bringing in their own pen or calendar) whilst other items may be under the ownership of the company. This differential matters to some staff, for example they may be happy to share something that clearly belongs to the company, such as a computer, but not anything that belongs to them personally, like a pack of specialist erasers.


Selfish people may not share ideas either. They lack team spirit and cannot always see the benefit in giving away something that may have currency for them later on. This does not mean they are not good workers; they may work very well in specialist roles or in isolation, but their input still needs to be managed.
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