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INTRODUCTION

This workbook supports achievement of the ILM Level 5 Management and Leadership Unit 506, Managing Stress and Conflict in the Organisation.  It should be used in conjunction with the two half-day workshops on this topic, and is complemented by additional handouts which will be provided during these sessions and available on QMplus.
If you are working towards an ILM qualification, the ILM specification on page 3 will be helpful: it sets out the assessment requirements for this Unit, and gives an indication of the areas where you would be expected to demonstrate some knowledge.

Assignment briefs connected with this Unit will be provided by CAPD Advisers. 
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ILM SPECIFICATION
	Title:
	Managing stress and conflict in the organisation

Level 5; Credit value 3

	Learning outcomes (the learner will)
	Assessment criteria (the learner can)

	1 Understand the effectiveness of own organisation in dealing with workplace stress and conflict 
	1.1

	Evaluate the effectiveness of the organisation in recognising workplace stress and conflict and providing the necessary support mechanisms

	2 Be able to improve the management of workplace stress and conflict in own area of responsibility


	2.1
2.2

2.3
	Plan improvements to the identification and approach to dealing with workplace stress and conflict in own area of responsibility

Implement improvements to the identification and approach to dealing with workplace stress and conflict in own area of responsibility

Critically evaluate own ability  to identify and deal with workplace stress and conflict effectively in own area of responsibility



	Unit guided learning hours
	8

	1
	· Management responsibilities in relation to work-related stress

· Methods to manage stress at own place of work

· Workplace risk assessments

· Sources of support and techniques to counsel staff

· Audit and review procedures for managing stress

· Possible indicators of stress in the workplace such as staff turnover

· Organisational policies and procedures on bullying and harassment

· Health and safety legislation in the workplace

	2
	· Identifying and dealing with workplace stress and conflict

· Causes of conflict and interpersonal friction (including bullying and harassment) and ways to resolve them

· Grievance and discipline procedures, including supporting records

· Organisational employment policies such as time-keeping, absenteeism, conduct, level of performance, attitude and behaviour, gross misconduct

· Awareness of legal aspects of disciplinary processes

· Causes, symptoms and impacts of stress and the implications/effects of stress for individuals and organisations 

· Stress awareness training

· Causes and effects of stress and implications for workplace and non-work activities and relationships

· Symptoms of stress in self and recognition of stressful situations

· Setting objectives and determining priorities to balance personal and organisational needs 

· Sources of support, and when to seek professional advice/counselling

· Active planning for stress management
· Stress awareness campaigns

· Symptoms of stress in self and recognition of stressful situations

· Setting objectives and determining priorities to balance personal and organisational needs 

· Time management techniques as major factor

· Benefits of delegating


STRESS MANAGEMENT

What is stress?

Stress is the "wear and tear" our bodies experience as we adjust to our continually changing environment.  It has physical and emotional effects on us and can create positive or negative feelings. 

As a positive influence, stress can help compel us to action; it can result in a new awareness and an exciting new perspective. 

As a negative influence, it can result in feelings of distrust, rejection, anger, and depression, which in turn can lead to health problems. 

Although the focus in the workplace tends to be on the behavioural and psychological effects of stress, an understanding of the physical dimension can be helpful in appreciating the nature of stress.

Below is a summary of the main physical changes resulting from the stress response:

	Heart
	Increase in rate and force of beat (blood pressure up)

	Lungs
	Increase in breathing rate and depth. Airways open up. Chest type breathing.

	Blood vessels
	Dilate in heart and muscles. Constrict in skin, digestive track and thinking parts of the brain

	Digestive system
	Shuts down

	Bladder
	Empties

	Skin
	More sensitive to touch. Sweats. Hairs erect.

	Muscles
	Tense

	Spleen
	Contracts to release more red and white blood cells

	Blood
	Thickens and clots more easily. More red cells (therefore more oxygen can be carried

	Senses
	More alert. Hearing more sensitive. Pupils dilate

	Immune system (protects against disease)
	Anti-bodies mobilised. More (LDL) cholesterol (required for repair to lining of arteries). Endorphins released (reduce pain and shock)


The chemistry and physiology of stress

The stress response makes it possible for us to cope with threats and challenges to us in the most effective way. To understand it you must go back to our very beginnings when we were beset by dangers – starvation, excessive heat or cold, attack by other creatures and natural disasters. In order to survive, we had to have a rapid, automatic source of energy which would enable us to avoid or evade threats.

Fright/Flight/Fight

The stress response is a neurochemical (nerve and chemical) system which enables us to think and act more quickly in an emergency. It is evidence, too, that our bodies are working well because it means that certain chemicals have been released in the body enabling us to react rapidly to a challenge. The stress response is more easily understood and better known as the Fight or Flight response to a Fright. It is all about survival or preservation of the species. It is instinctive, bred into us and is a vital mechanism for survival found in all living creatures.



Faced with any given threat or challenge, we have a choice between facing it or running away.  Either way the body must be prepared (aroused), hence the release of chemicals and subsequent physical effects.

When these chemicals are used for the purpose for which they were intended, they are burnt up or neutralised by other chemicals and the body returns to a normal state.

This worked very well when humans lived in an environment when such physical actions as fighting and running away were acceptable and expected, but in today’s lifestyle, when the threats and challenges are much less likely to be of a physical nature, the reaction of fighting or running away is unlikely to take place and so the chemicals remain circulating in the body with no useful role to play.

Indeed if we keep switching on the stress response without using the chemicals thus produced, these chemicals themselves begin to damage our bodies, e.g. from long term frustration, suppressed anger, long term anxiety or fear.

The main chemicals, which are adrenaline, nor-adrenaline and cortisol, are released automatically when the autonomic nervous system (ANS) receives information which it sees as a threat. Autonomic means spontaneous and you can easily remember it if you think of it as the automatic nervous system. This is the nervous system which controls all our automatic functions like breathing, heart beat, digestion, keeping warm or cool, feeling angry or happy… and of course, the stress response.

When the mid-brain is activated – i.e. the primitive brain which operates spontaneously, or instinctively – it also triggers off the pituitary gland which in turn alerts the adrenal glands (situated on top of the kidneys) to release energy and stress chemicals into the blood stream.  This process works continuously throughout our lives to maintain our essential functions and keep us at whatever level of arousal is required to cope with our daily activities. 

The chemical released are adrenaline and cortisol:

· Adrenaline: provides the basic energy needs continuously

· Cortisol: provides stamina and sustained activity

They are triggered off by hormones from the pituitary and adrenal glands carried in the blood stream. However, this is a relatively slow method and so we have a very efficient chemical ‘supercharge’ to enable us to cope with a threat.  This is called nor-adrenaline and it comes from the sympathetic nerves themselves and so can be produced almost instantaneously, i.e. much more rapidly than by the blood borne adrenaline.

The parasympathetic nerves produce a neutralising chemical called Acetyle-choline which is involved in triggering off other soothing, calming substances called Endorphins and Opioids (like opium).

Throughout our daily lives; indeed during our sleep too, the stress response is switching on and off.  We all know how terrifying dreams can appear and this fact illustrates the truth that the stress response is mostly generated by ourselves and often to a much greater degree than is required.   In effect, this is exactly the same as worrying about something which may never happen, anticipating the worst, fretting over things we cannot change, acting too hastily, or misinterpreting the actions or words of others.

Warning signs: individual 

	Physical signs


	Emotional signs
	Behavioural signs

	Headaches

Indigestion

Palpitations – throbbing heart

Breathlessness

Nausea – feeling sick

Muscle twitches

Tiredness

Vague aches or pains

Skin irritation or rashes

Susceptibility to allergies

Excessive sweating

Clenched fists or jaw

Fainting

Frequent colds, flu or other infections

Recurrence of previous illnesses

Constipation or diarrhoea

Rapid weight gain or loss
	Irritability

More suspicious

More gloomy, depressed

More fussy

Feeling tense

Drained, no enthusiasm

Under attack

Cynical, inappropriate humour

Alienated

Feeling nervous, apprehensive, anxious

Feeling of pointlessness

Loss of confidence

Less satisfaction in life

De-motivated

Reduced self-esteem

Job dissatisfaction

Impaired judgement
	Unsociability

Restlessness

Loss of appetite or overeating

Loss of interest in sex, or overuse

Disturbed sleep or insomnia

Drinking more alcohol

Smoking more

Taking work home more

Too busy to relax

Not looking after oneself

Lying

Anti-social behaviour

Unable to unwind

Low productivity

Accident prone

Bad driving

Impaired speech

Voice tremor

Increased problems at home

Poor time management

Withdrawing from supportive relationships


Warning signs: in the team

	Work performance
	Regression

	Declining/erratic performance

Uncharacteristic errors

Abnormally slow performance

Loss of control over work

Loss of motivation/commitment

Indecision

Lapses of memory

Increased time at work

Lack of holiday planning/usage


	Arguments

Undue sensitivity

Emotional outbursts

Over-reaction to problems

Irritability/moodiness

Personality clashes

Feuds

Sulking

Immature behaviour



	Aggression
	Withdrawal

	Malicious gossip

Frequent (personal) criticisms

Vandalism

Shouting

Victimisation

Bullying or harassment

Poor employee relations

Temper outbursts


	Consistent lateness

Leaving early

Extended lunches

Absenteeism

Resigned attitude

Increase in external appointments

Elusiveness/evasiveness

Reduced social contact


Glazer stress control lifestyle questionnaire

Each scale below is composed of a pair of adjectives or phrases, chosen to represent two kinds of contrasting behaviour. Each of us belongs somewhere along the line between the two extremes.  To answer the questionnaire, indicate where you think you belong between the two extremes (1 and 7), for each pair of descriptions 

[image: image1.emf]
Understanding your score

After totalling your scores, identify where you fit into the following categories 

Total score - 110 to 140 Type A1

If you are in this category, and especially if you are over 40 and smoke, you are likely to have a high risk of developing cardiac illness 

Total score - 80 to 109 Type A2

You are in the direction of being cardiac prone, but your risk is not as high as the A1. You should, nevertheless, pay careful attention to the advice given to all Type A's. 

Total score - 60 to 79 Type AB

You are a mixture of A and B patterns. This is a healthier pattern than either A1 or A2, but you have the potential for slipping into A behaviour and you should recognise this. 

Total score - 30 to 59 Type B2

Your behaviour is on the less-cardiac-prone end of the spectrum. You are generally relaxed and cope adequately with stress. 

Total score - 0 to 29 Type B1

You tend to the extreme of non-cardiac traits. Your behaviour expresses few of the reactions associated with cardiac disease. 

Stress management standards

The Health and Safety Executive has defined a set of management standards, with the intention of supporting employers and managers to implement good practice in the assessment and management of workplace risk factors.

The standards can be used to:

· Simplify risk assessment for stress

· Guide actions to minimise or eliminate stress factors

· Provide a yardstick for gauging performance in tackling the key causes of stress.

The content of the standards defines characteristics of a workplace where stress is being managed effectively, in six areas identified as the major workplace stress factors: demands; control; support; relationship; role; change.    

The standards for each of these stress factors are summarised on the following pages.

	Demands
	Includes issues like workload, work patterns, and the work environment

The standard is that:

· Employees indicate that they are able to cope with the demands of their jobs; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation provides employees with adequate and achievable demands in relation to the agreed hours of work 

· People’s skills and abilities are matched to the job demands; 

· Jobs are designed to be within the capabilities of employees; and 

· Employees’ concerns about their work environment are addressed. 

	Control
	How much say the person has in the way they do their work

The standard is that:

· Employees indicate that they are able to have a say about the way they do their work; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· Where possible, employees have control over their pace of work; 

· Employees are encouraged to use their skills and initiative to do their work; 

· Where possible, employees are encouraged to develop new skills to help them undertake new 

· and challenging pieces of work;

· The organisation encourages employees to develop their skills; 

· Employees have a say over when breaks can be taken; and 

· Employees are consulted over their work patterns. 

	Support
	Includes the encouragement, sponsorship and resources provided by the organisation, line management and colleagues

The standard is that:

· Employees indicate that they receive adequate information and support from their colleagues and superiors; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation has policies and procedures to adequately support employees; 

· Systems are in place to enable and encourage managers to support their staff 

· Systems are in place to enable and encourage employees to support their colleagues; 

· Employees know what support is available and how and when to access it; 

· Employees know how to access the required resources to do their job; and 

· Employees receive regular and constructive feedback.

	Relationship
	Includes promoting positive working to avoid conflict and dealing with unacceptable behaviour

The standard is that:

· Employees indicate that they are not subjected to unacceptable behaviours, e.g. bullying at work; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation promotes positive behaviours at work to avoid conflict and ensure fairness; 

· Employees share information relevant to their work; 

· The organisation has agreed policies and procedures to prevent or resolve unacceptable behaviour; 

· Systems are in place to enable and encourage managers to deal with unacceptable behaviour; and 

· Systems are in place to enable and encourage employees to report unacceptable behaviour.

	Role
	Whether people understand their role within the organisation and whether the organisation ensures that the person does not have conflicting roles

The standard is that:

· Employees indicate that they understand their role and responsibilities; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation ensures that, as far as possible, the different requirements it places upon employees are compatible; 

· The organisation provides information to enable employees to understand their role and responsibilities; 

· The organisation ensures that, as far as possible, the requirements it places upon employees are clear; and 

· Systems are in place to enable employees to raise concerns about any uncertainties or conflicts they have in their role and responsibilities.

	Change
	How organisational change (large or small) is managed and communicated in the organisation

The standard is that:

· Employees indicate that the organisation engages them frequently when undergoing an organisational change; and 

· Systems are in place locally to respond to any individual concerns. 

What should be happening / states to be achieved:

· The organisation provides employees with timely information to enable them to understand the reasons for proposed changes; 

· The organisation ensures adequate employee consultation on changes and provides opportunities for employees to influence proposals; 

· Employees are aware of the probable impact of any changes to their jobs. If necessary, employees are given training to support any changes in their jobs; 

· Employees are aware of timetables for changes; 

· Employees have access to relevant support during changes.


Organisational approach

Policies

The list below provides a framework for identifying those policies and procedures that might impact on employee well-being::

· Human resources planning

· Job design and redesign

· Career management

· Recruitment

· Communication

· Training and development

· Performance management

· Employee relations

· Recognition and reward

· Redundancy

· Organisational change and development

· Occupational health

· Sickness absence management

· Rehabilitation

· Counselling and support for employees.

Organisational-level monitoring

Health and well-being

· Levels of sickness absence and accidents

· Patterns of short-term sickness absences

· Causes of short-term sickness absence

· Accident rates (eg lifting and handling, road accidents)

· Private medical insurance claims

· Management health-screening results

· Health surveillance results

· Use of occupational health/counselling service

Resources

· Average number of hours worked (by department, section, location)

· Lost time

· Compensation claims for stress

Morale 

· Reasons given for resignations in exit interviews

· Reasons people give for taking voluntary early retirement

· Pattern and reasons for medical retirements

· Employee opinion survey results

· Incidence of bullying and harassment

· Formal complaints and grievances handled.

Awareness of stress

A useful first step is to make information on stress available to all employees. In some workplaces this can be done electronically, but the latest HSE guides on tackling work-related stress, produced for managers and employees, are helpful starting points. 

Stress-awareness seminars can be used to help ensure that employees are made aware of the causes of stress and to identify the best ways to control pressure. 

Seminars are often best delivered with diagonal slices through the organisation – involving managers and employees – as this recognises common problems and eliminates the risk of ‘them and us’ attitudes, which can prevent real discussion of the common problems facing workers.

Coping mechanisms

Some people are natural copers. They seem unflappable; they have diverse interests into which they escape and they have the capacity to leave their work problems at work. Others may be unable to break free from the pressure of work. These potentially vulnerable people can benefit from learning coping skills. People tend to develop their favourite ways of dealing with pressure, but sometimes the overuse of one style of coping to the exclusion of others can become part of the problem. 

There are several types of coping, which include:

· Planning

· Physical fitness

· Mental fitness

· Assertiveness

· Social support

· Involvement

· Problem-solving

· Relaxation.

Support

If there is a case of work-related stress in a team it is unlikely that this is an isolated occurrence unless there is a particularly vulnerable individual or a specific work pressure is identified. The circumstances surrounding each case should be investigated and recorded. Where problems are complex or severe, help should be sought. If employees are sufficiently aware they may go to local counselling or support services if these are available in their area. Any employee found to be experiencing work-related stress should be encouraged to contact the organisation’s counselling or occupational health service (where available) or to visit their GP for help.

What can I do for my team?

As directed by the trainer, use the tables on the following pages to make a note of positive and negative issues affecting your team right now, which relate to the six key stress factors.

Later in the programme you will return to these tables to note your thoughts about improvement actions that you and/or team members can take.

	Positives
	Negatives

	Demands

	How can I/we make it a bit better?


	Positives
	Negatives

	Control

	How can I/we make it a bit better?


	Positives
	Negatives

	Support

	How can I/we make it a bit better?


	Positives
	Negatives

	Relationship

	How can I/we make it a bit better?


	Positives
	Negatives

	Role

	How can I/we make it a bit better?


	Positives
	Negatives

	Change

	How can I/we make it a bit better?


Physical exercise and nutrition

Exercise

We have seen from the physiology of the stress response that our bodies were designed to discharge the stress chemicals by physical exercise.

Regular physical exercise will also build fitness and increase resilience to stress. It should be:

· Exercise that you enjoy

· Appropriate to your fitness level

· Appropriate to your stress level

Remember to build up gradually and also any physical activity is better than none – a short walk, taking the stairs rather than the lift will all be beneficial.

Nutrition

The old maxim of ‘moderation in all things’ is probably even more true today. There is an overwhelming amount of ‘advice’ about what we should and should not eat. A whole industry has been created out of the word ‘diet’. Despite this, as a nation, we continue to get fatter and studies show we are confused about ‘good’ and ‘bad’ foods.

Here are some simple guidelines, remembering that ultimately what people put into their bodies is their own responsibility.

· Cut down on your intake of saturated fats, e.g. cheese, butter, cream

· Moderate your intake of junk/fast foods - they tend to be high in fat and salt

· Moderate your intake of sugar – it contains ‘empty’ calories. Chocolate is most people’s favourite sugar energy ‘fix’ but it is only short term

· Try not to add salt to your cooking or on your meal

· Watch out for additives and preservatives

· Eat more fibre, e.g. wholemeal bread and rice, vegetables, fruit

· Watch how much caffeine you consume in coffee, tea and cola-type drinks

· Keep an eye on your alcohol consumption, both in terms of how much you consume and the pattern of your drinking

· Take a multi-vitamin/mineral supplement

· Stop smoking – you could argue that this should not appear under nutrition but, I have included it as, nicotine is something you take into your body. This is the only one where the moderation principle does not apply. The negative health consequences are well known and my advice must be to stop

Relaxation strategies


These ideas and exercises are designed to help relaxation, and can be used (if the manager/facilitator has the confidence) in a team setting, or more likely to provide guidance to individuals who have difficulty relaxing. 

Strategies for handling disturbed sleep

· Try to keep to a regular pattern of the time you go to bed and the time you get up. The Sunday night syndrome is often exacerbated by having had two lie-ins – your sleep cycle is disturbed and your mind now has free rein
· Do not eat too late – indigestion is a great sleep disturber
· Reduce your alcohol/caffeine intake. Caffeine is a stimulant and may seriously affect your capacity to get to sleep. Perhaps you could switch to decaffeinated coffee during the evening (if you must have your fix during the day!) and be careful of ‘bedtime drinks’ containing chocolate as these too contain caffeine
· Keep a notepad by the bed and jot down concerns/worries/ideas.  This off-loads these thoughts and usually stops them racing round your mind. If I have a lot to do the next day and this starts to trouble me, I write a plan of exactly what I will tackle and when and this usually solves the problems
· Read an absorbing book
· Go for a stroll in the fresh air before retiring. Take some good deep breaths
· Use relaxation or meditation techniques
· Try some herbal products rather than sleeping pills
· If it persists, consult your doctor
Rest is also as important as sleep – a good maxim is: rest before you get tired

Breathing

Abdominal (Diaphragmatic) Breathing. Put one hand on your chest and the other hand on your navel ("belly button"). Now, breathe so that only the hand on your navel moves-as you breathe in the hand moves out and moves in as you exhale. The upper hand on your chest does not move. Inhale and exhale like this 10 times. 

Alternate Nostril Breathing. Sit with you back straight. Use your index finger to close one nostril, and breathe in to a count of six. Hold for three. Then release that nostril and close the alternate nostril to exhale for six. Continue for six times. 

Cool Air In, Warm Air Out. With your eyes closed, shift your attention to the tip of your nose. As you breathe in, become aware of the cool air coming in your nostrils. As you breathe out, be aware of the warm air passing back out. Continue to breathe slowly, focusing your awareness on cool air in, warm air out. 

Equalized Breathing. Inhale slowly or 4 seconds, and then exhale slowly for 4 seconds. Count "1 one-thousand, 2 one-thousand, 3 one-thousand, 4 one-thousand." Do this 4 or 5 times. 

Muscle tension

Tense-Release. Tense yourself all over, one part at a time. Pull your toes up as if to touch your shins and hold it. Tense your thigh muscles... your buttocks... tense your fists and your arms... take a deep breath and hold it. Clench your jaws and close your eyelids tight. Hold yourself tense all over for four or five seconds... Then let go all at once. Don't ease off, let go. And feel the tension leave your body. 

Breathing Tensions Away. Gently focus your attention on your feet. As you take in a slow, deep breath, imagine collecting all the tensions from your feet and legs, breathing them into your lungs and expelling them as you exhale. Then with a second deep breath, all the tensions from your trunk, hands, and arms expel that. With a third breath, collect and expel all tension from shoulders, neck, and head. 

Visualization 

Heavy Feet. Breath slowly and imagine that your feet and legs are getting heavier and heavier with each breath out. It’s almost as if you are wearing lead boots. Just imagine that your feet are very, very heavy for a few seconds. 

Hand Warm. Visualise your hands as warm: relaxed and warm. You might imagine them in a bucket of warm water, near a fire, or in warm, woolly gloves. Perhaps you can even begin to feel the blood flowing down your arms into your hands. Hands are warm... relaxed and warm. 

Ideal Relaxation. With your eyes closed, take a moment to visualise an ideal spot for relaxation. You can make it any place, real or imagined. See yourself in comfortable clothes. Now, once you have created it, go back there for 15 seconds or whenever you feel the need to relax. 

Action planning

Having decided on the appropriate courses of action, it will be helpful if you are responsible for a team, to create an action plan – even better to devise and share it with team members

Your action plan will:

· Help prioritise risks and risk control actions

· Demonstrate commitment to doing something about stress factors

· Provide a basis for monitoring and evaluating the success of your actions. 

There is no prescribed method or format for an action plan – the HSE Stress Management website (www.hse.gov.uk/stress) provides a template and worked example, but you may prefer something simpler if your team has only a few members.  

The simple format on the following pages can be used to extend the initial assessment, carried out as part of your pre-course work.

	Stress factor
	Risk identified
	Level of risk
	Actions to be taken
	By whom and when
	Measure of success

	Demand


	
	
	
	
	

	Control


	
	
	
	
	

	Support


	
	
	
	
	

	Stress factor
	Risk identified
	Level of risk
	Actions to be taken
	By whom and when
	Measure of success

	Relationships

 
	
	
	
	
	

	Role


	
	
	
	
	

	Change


	
	
	
	
	


Monitoring and evaluation
It is essential to review any action you take to tackle stress, which means:

· Monitoring activity, using your action plan – ideally in a regular forum such as a team meeting

· Evaluate the effectiveness of your chosen actions. 


Monitoring is of course a integral part of management, with a variety of familiar techniques such as review meetings, exception reporting, sampling and spot checks.  The optimum approach to stress management is an involving one, where the manager includes staff in planning and implementing solutions – if you are able to take this approach, then monitoring and evaluation can be inclusive too, with review meetings to:

· Check on actions taken

· Review evidence of impact

· Agree what (if any) further action is needed.

This simple approach will usually be suitable for managers will smaller teams, but it is important that those involved are clear about the importance of sticking to the agreed plan.  Robust monitoring may mean holding people to account, and challenging them where their commitment is in doubt.  


How you measure effectiveness will depend to a large extent on what kind of solutions you have developed.  The basis of evaluation is to have clear measures of success – so if you have identified these in your action plan, it should make impact measurement easier.

If the actions you have implemented are on a small scale, it may be sufficient to evaluate by asking those involved whether they feel the solutions are having the desired effect.

But if the plan is broader in scope (perhaps covering a department or area office) it will be appropriate to collect data on employee turnover, sickness absence and productivity, and to measure progress against emerging trends or changes in this data.  One reasonably reliable way to measure progress is to conduct and repeat surveys with the relevant target group.

Sources of further help

Where employees are experiencing levels of stress which require professional or specialist help, it is important encourage them to make full use of internal support, namely:

· Human Resources

· Occupational Health
· The Employee Assistance Programme.

If, for whatever reason, an employee is reluctant to take this route they may feel more comfortable using external source of support.  Some of the main avenues which may be relevant here are: 

· Alcohol

http://www.alcoholconcern.org.uk/servlets/home
· Depression
http://www.befrienders.org/
· Drugs

http://www.nhsdirect.nhs.uk/
· Eating disorders 
http://www.edauk.com/
· Fatigue

http://www.rcpsych.ac.uk/info/factsheets/tired.asp
· Relationships
http://www.relate.org.uk/
For managers and staff wanting to find out more about stress and how to manage it effectively, the following websites will be useful:

Health and Safety Executive (HSE) - http://www.hse.gov.uk/
International Stress Management Association (ISMA) - http://www.isma.org.uk/
Arbitration and Conciliation Advisory Service (ACAS) - http://www.acas.org.uk/
Trades Union Congress (TUC) - http://www.tuc.org.uk/
Chartered Institute of Personnel and Development (CIPD) - http://www.cipd.co.uk/default.cipd
CONFLICT MANAGEMENT
Conflict is part of organisational life, and can have considerable consequences.  Positively, conflict can bring to a head unresolved issues, and provide an opportunity for those involved to learn from the experience.  Negatively, however, it creates disruption and ill feeling, which can damage relationships at individual and group levels.  “Turf wars” can stymie potential synergy and creativity and thus stunt the growth of an organisation.  The ability to resolve conflict through effective management is therefore invaluable.

Five suggested conflict resolution strategies are considered below.

1. Increase knowledge and skills in managing the conflict handling process

The Thomas Kilmann model of conflict handling is insightful.  This encourages people to consider the emphasis placed on getting the task done, as opposed to concern for preserving relationships.  Using a questionnaire, participants see different ways in which they and their colleagues handle conflict and the consequences of different preferred styles.

Another useful model is the win-win, win-lose model of negotiating which helps people understand the value of collaboration as a strategy where both parties resolve conflict to their mutual benefit.

2. Promote greater understanding of the value of diversity

An enemy of understanding others is the common assumption that the world should be the same as you, and if not then the other person or group is deficient or wrong.

Valuing diversity seeks to help people understand the value of diversity (cultural, orientation, race, or gender).  Experience shows that changing stereotypes and pre-conceptions is not a quick or straightforward matter and is normally only effective in conjunction with other initiatives.

3. Increase shared team understanding and values

Conflict is a common occurrence in teams, particularly newly formed teams, or teams where new members have joined an established group.  “Storming” is a recognised phase of team development. When conflict does occur, it is no use looking in the other direction.

To help promote sharing and common understanding, team development is often used successfully.  Team building needs experienced facilitation if it is not to degenerate into a false “happy club” atmosphere, or, conversely, where conflict gets out of hand.  Equally, exercises to generate mission and value statements are meaningless if full involvement is not encouraged and actions and periodic reviews are not put in place.

4. Clarify expectations

Clarifying what people expect of each other does much to ease tension where roles are hazy and misunderstandings build up ill feeling.  

5. Stakeholder mapping

Before embarking on a major project or change strategy, identify potential areas of conflict by looking at which groups and individuals have a stake in the project’s success or failure.  This will help participants to anticipate conflict and enable actions to be put in place to forestall or reduce resistance.

For example:

· Who do you need as an ally?

· Who is going to be most affected?

· Who is on the sidelines, watching your progress?

The Thomas Kilmann conflict questionnaire

On the following pages are several pairs of statements describing possible behavioural responses.  For each pair, please circle the ‘A’ or ‘B’ statement, which is most characteristic of your own behaviour. In many cases, neither ‘A’ nor the ‘B’ statement may be very typical of your behaviour but please select the response which you would be more likely to use.

	1
	A
	There are times when I let others take responsibility for solving the problem

Rather than negotiate the things on which we disagree

	
	B
	I try to stress those things upon which we both agree

	2
	A
	I try to find a compromise solution

	
	B
	I attempt to deal with all of their and my concerns

	3
	A
	I am usually firm in pursuing my goals

	
	B
	I might try to soothe the other’s feelings and preserve our relationship

	4
	A
	I try to find a compromise solution

	
	B
	I sometimes sacrifice my own wishes for the wishes of the other person

	5
	A
	I consistently seek the other’s help in working out a solution

	
	B
	I try to do what is necessary to avoid useless tensions

	6
	A
	I try to avoid creating unpleasantness for myself

	
	B
	I try to win my position

	7
	A
	I try to postpone the issue until I have some time to think it over

	
	B
	I give up some points in exchange for others

	8
	A
	I am usually firm in pursuing my goals

	
	B
	I attempt to get all concerns and issues immediately out in the open

	9
	A
	I feel that differences are not always worth worrying about

	
	B
	I make some effort to get my way

	10
	A
	I am firm in pursuing my goals

	
	B
	I try to find a compromise solutions

	11
	A
	I attempt to get all concerns and issues immediately out in the open

	
	B
	I might try to soothe the other’s feeling and preserve our relationship

	12
	A
	I sometimes avoid taking positions which would create controversy

	
	B
	I will let them have some of their positions if they let me have some of mine

	13
	A
	I propose a middle ground

	
	B
	I press to get my points made

	14
	A
	I tell them my ideas and ask them for theirs

	
	B
	I try to show them the logic and benefits of my position

	15
	A
	I might try to soothe the other’s feelings and preserve our relationship

	
	B
	I try to do what is necessary to avoid tension

	16
	A
	I try not to hurt the other’s feelings

	
	B
	I try to convince the other person of the merits of my position

	17
	A
	I am usually firm in pursuing my goals

	
	B
	I try to do what is necessary to avoid useless tensions

	18
	A
	If it makes the other person happy, I might let them maintain their views

	
	B
	I will let them have some of their positions if they let me have some of mine

	19
	A
	I attempt to get all concerns and issues immediately out in the open

	
	B
	I try to postpone the issue until I have some time to think it over

	20
	A
	I attempt to immediately work through our difference

	
	B
	I try to find a fair combination of gains and losses for both of us

	21
	A
	Approaching negotiations, I try to be considerate of the other person’s wishes

	
	B
	I always lean toward a direct discussion of the problem

	22
	A
	I try to find a position that is intermediate between theirs and mine

	
	B
	I assert my wishes

	23
	A
	I am very often concerned with satisfying all our wishes

	
	B
	There are times when I let others take responsibility for solving the problems

	24
	A
	If the other person’s position seems very important to them, I would try to meet their wishes

	
	B
	I try to get them to settle for a compromise

	25
	A
	I try to show them the logic and benefits of my position

	
	B
	When approaching negotiations, I try to be considerate of the other person’s wishes

	26
	A
	I propose a middle ground

	
	B
	I am nearly always concerned with satisfying all our wishes

	27
	A
	I sometimes avoid taking positions that would create controversy

	
	B
	If it makes the other person happy, I might let them maintain their views

	28
	A
	I am usually firm in pursuing my goals

	
	B
	I usually seek the other’s help in working out a solution

	29
	A
	I propose a middle ground

	
	B
	I feel that differences are not always worth worrying about

	30
	A
	I try not to hurt other’s feelings

	
	B
	I always share the problems with the other person so that we can work it out.


Scoring the Thomas Kilmann Questionnaire

Circle the letters below which you circled on each item of the questionnaire

	
	Forcing

(competing)
	Collaboration

(problem solving)
	Compromising

(sharing)
	Avoiding

(withdrawal)
	Accommodating

(smoothing)

	1
	
	
	
	A
	B

	2
	
	B
	A
	
	

	3
	A
	
	
	
	B

	4
	
	
	A
	
	B

	5
	
	A
	
	B
	

	6
	B
	
	A
	
	

	7
	
	
	B
	A
	

	8
	A
	B
	
	
	

	9
	B
	
	
	A
	

	10
	A
	
	B
	
	

	11
	
	A
	
	
	B

	12
	
	
	B
	A
	

	13
	B
	
	A
	
	

	14
	B
	A
	
	
	

	15
	
	
	
	B
	A

	16
	B
	
	
	
	A

	17
	A
	
	
	B
	

	18
	
	
	B
	
	A

	19
	
	A
	
	B
	

	20
	
	A
	B
	
	

	21
	
	B
	
	
	A

	22
	B
	
	A
	
	

	23
	
	A
	
	B
	

	24
	
	
	B
	
	A

	25
	A
	
	
	
	B

	26
	
	B
	A
	
	

	27
	
	
	
	A
	B

	28
	A
	B
	
	
	

	29
	
	
	A
	B
	

	30
	
	B
	
	
	A


Total number of items circled in each column:

	Forcing
	Collaborating
	Compromising
	Avoiding
	Accommodating

	
	
	
	
	


Graphing your profile scores

Your profile scores indicate the repertoire of conflict-handling skills, which you, as an individual, use in the kinds of conflict situations, you face.  Your score profile can be graphed on the next page.
The five columns labelled ‘competing’, ‘collaborating’, and so on represent the five modes.  In the column under each model is the range of possible scores on that mode – from 0 (for very low use) to 12 (for very high use). Circle your own scores on each of the five modes.

Each possible score is graphed in relation to the scores of managers who have already taken the Thomas Kilmann Conflict Mode Instrument.  The horizontal lines represent percentile – the percentage of people who have scored at or below a given number.  If you had scored some number above the 80% line on competing, for example, that would mean that you had scored higher than 80% of the people who have already taken the Thomas Kilmann Conflict Mode Instrument – that you were in the top 10% on competition.

The double lines (at the 25th and 75th) separate the middle 50% of the score on each mode from the top 25% and the bottom 25%.  In general, if your score falls somewhere within the middle 50% on a given mode, you are close to the average in your use of that mode.  If your score falls outside that range, then your use of that mode is somewhat higher or lower than most of the people who have taken the Instrument.  Remember that extreme scores are not necessarily bad, since your situation may require high or low use of a given conflict-handling mode.
	
	
	Forcing/

Competing
	Collaborating
	Compromising
	Avoiding
	Accommodating

	
	100%
	12
	
	12
	12
	12

	
	
	
	
	
	11
	11

	
	
	11
	12
	11
	10
	10

	
	
	10
	11
	10
	9
	9

	
	90%
	
	
	
	
	8



	High 25%
	
	9
	10
	
	
	7

	
	80%
	8


	
	9
	8
	

	
	
	
	
	
	
	

	
	
	
	9
	
	
	6

	
	
	
	
	8
	
	

	
	70%
	7


	
	
	
	

	
	60%
	
	
	
	7
	

	Middle 50%
	
	6
	
	
	
	

	
	
	
	8
	
	
	5

	
	50%
	
	
	7
	6


	

	
	40%
	5
	7


	
	
	

	
	
	
	
	
	
	4

	
	
	
	
	6
	
	

	
	30%
	4


	
	
	5
	

	
	
	
	
	5
	
	

	
	
	
	6


	
	
	

	
	
	
	
	
	
	3

	Low 25%
	20%
	3


	
	
	4
	

	
	
	
	5
	
	
	

	
	
	
	
	4
	
	

	
	10%
	2
	
	
	3
	

	
	
	
	4
	
	
	

	
	
	
	3
	3
	
	

	
	
	
	2
	2
	2
	2

	
	
	1
	1
	1
	1
	1

	
	0%
	0
	0
	0
	0
	0


* Scores are graphed in relation to the scores of 339 practising managers at middle and upper level in business and government organisations.

The five conflict handling modes

The Thomas Kilmann Conflict Mode Instrument is designed to assess an individual’s behaviour in conflict situations.  ‘Conflict situations’ are situations in which the concerns of two people appear to be incompatible.  In such situations, we can describe a person’s behaviour along with basic dimensions:

· Assertiveness, the extent to which the individual attempts to satisfy his own concerns.

· Co-cooperativeness, the extent to which the individual attempts to satisfy the other person’s concerns

These two basic dimensions of behaviour can be used to define five specific methods of dealing with conflicts.  
Forcing or Competing is aggressive and uncooperative – an individual pursues his own concerns at the other person’s expense.  This is a power-orientated mode, in which one uses whatever power seems appropriate to win one’s own position – one’s ability to argue, one’s rank, economic sanctions.  Competing might mean ‘standing up for your rights’, defending a position which you believe is correct, or simply trying to win. I win/you lose.
Accommodating is passive and co-operative – the opposite of competing.  When accommodating, an individual neglects his own concerns to satisfy the concerns of the other person; there is an element of self-sacrifice in this mode.  Accommodating might take the form of selfless generosity or charity, obeying another person’s order when one would prefer not to, or yield another person’s view. I lose/you win.

Accommodating can sometimes be used in a manipulative way – the individual becomes the ‘victim’ and tries to make others feel sympathy for them.

Avoiding is passive and uncooperative – the individual does not immediately pursue his concerns or those of the other person’s.  He does not address the conflict.  Avoiding might take the form of diplomatically sidestepping an issue, postponing an issue until a better time, or simply withdrawing from a threatening situation. We all lose.

Collaborating is both assertive and co-operative – the opposite of avoiding.  Collaborating involves an attempt to work with the other person to find some solution which fully satisfies the concerns of both persons.  It means digging into an issue to identify the underlying concerns of the two individuals and to find an alternative which meets both sets of concerns.  Collaborating between two persons might take the form of exploring a disagreement to learn from each other’s insights, concluding to resolve some condition which would otherwise have them competing for resources, or confronting and trying to find a creative solution to an interpersonal problem. You win/I win.
Compromising is intermediate in both assertiveness and cooperativeness.  The objective is to find some expedient, mutually acceptable solution which partially satisfied both parties.  It falls on a middle ground between competing and accommodating.  Compromising gives up more than competing but less than accommodating.  Likewise, it addresses an issue more directly than avoiding, but doesn’t explore it in as much depth as collaborating.  Compromising might mean splitting the difference, exchanging concessions, or seeking a quick middle-ground position. We both win some/lose some.

Interpreting your scores

There are no universal right answers.  All five modes are useful in some situations: each represents a set of useful social skills. The effectiveness of a given conflict-handling mode depends upon the requirements of the specific conflict situations and the skill with which the mode is used. Each of us is capable of all five conflict-handling modes: none of us can be characterised as having a single, rigid style of dealing with conflict.  However any given individual uses some modes better than others and therefore, tend to rely upon those modes more heavily than others, whether because of temperament or practice.

The conflict behaviours, which an individual uses, are therefore a result of both his/her personal predispositions and the requirements of the situations in which he finds himself.  The Thomas Kilmann Conflict Mode Instrument is designed to assess this mix of conflict handling modes. To help you judge how appropriate your use of the five modes is for your situation, we have listed a number of uses for each mode – based upon lists generated by managers.  

Forcing/Competing

Uses:

1. When quick, decisive action is vital, eg emergencies.
2. On important issues where unpopular courses of action need implementing, eg cost cutting, enforcing unpopular rules, discipline.

3. On issues vital to company welfare when you know you’re right.

4. You protect yourself against people who take advantage of non-competitive behaviour

Collaborating

Uses:

1. To find a solution when both sets of concerns are too important to compromise

2. When your objective is to learn, eg testing your own assumptions, understanding the views of others.

3. To merge insights from people with different perspectives on a problem

4. To gain commitment by incorporating other’s concerns into a consensual decision

5. To work through hard feelings which have been interfering with an interpersonal relationship

Compromising

Uses:

1. When goals are moderately important, but not worth the effort or potential disruption of more assertive modes.

2. When two opportunities with equal power are strongly committed to mutually exclusive goals – are in labour-management bargaining.

3. To achieve temporary settlements to complex issues.

4. To arrive at expedient solutions under time pressure.

5. As a backup mode when collaboration fails to be successful

Avoiding

Uses:

1. When an issue is trivial, of only passing importance, or when other more important issues are pressing.

2. When you perceive no chance of satisfying your concerns, eg when you have low power or you are frustrated, be something which would be very difficult to change (national policies, someone’s personality, structure etc)

3. When the potential damage of confronting a conflict outweighs the benefits of its resolution

4. To let people cool down – to reduce tensions to a productive level and regain perspective and composure

5. When gathering more information outweighs the advantage of an immediate decision.

6. When others can resolve the conflict more effectively.

Accommodating

Uses:

1. When you realise that you are wrong – to allow a better position to be heard, to learn from others, and to show that you are reasonable

2. When the issue is much more important to the other person than to yourself – to satisfy the needs of others and as a goodwill gesture to help maintain a co-operative relationship.

3. To build social credits for later issues which are important to you.

4. When continued competition would only damage your cause – when you are outmatched and losing

5. When preserving harmony and avoiding disruption are especially important

6. To aid in the managerial development of subordinates by allowing them to experiment and learn from their own mistakes

The psychology of anger
Emotions run high when we are confronted with difficult situations.  And when we (or others) are angry or upset the key thing to remember is that we are not thinking rationally.

Left brain / right brain functions

      [image: image2.wmf]
There are five key things if you are on the receiving end of someone’s anger:

1. Anger precludes rationality.  We experience our emotions in our right brain, but our ability to rationalise, solve problems, listen and negotiate are left brain activities.  So, when dealing with someone who is angry it’s impossible to deal with the real issues effectively until we address the emotion of anger.
2. Emotions must be acknowledged.  It’s important not to ignore or tip-toe around people’s emotions.  If you don’t acknowledge the emotion people will be left feeling that you are not listening to them and that the communication process is not two-way.  As a result they can become even angrier or get louder.  They will do whatever they can to feel that they are “getting through” to you and are being heard.
3.  First defuse the anger, then move onto problem-solving.  People are not fully rational when they are angry, so will not be in a position to think objectively about solving the problem.  You must first defuse the anger before problem-resolution is possible.
4. The issue at hand is often not the real issue.  In conflict situations the way people’s problems are handled often becomes the real issue.  What matters most to them at this stage is how you respond and resolve their problem.  So whilst you can do nothing about what’s happened before, you can build a positive impression of your organisation by how you respond to them.
5. Allow the other person to vent.  This doesn’t mean that you should tolerate abusive behaviour, but most people will calm down naturally given some space and time.  Interrupting them and telling them to calm down is usually futile, but their anger will subside if they feel they are listened to.
Pinch/crunch model of conflict 

The pinch/crunch model of conflict highlights the key stages prior to complete relationship breakdown and subsequently legal action. Irritations and disappointments can build up to the pinch – anger, distress and unacceptable behaviour – if initial problems aren’t resolved. However, team members, organisations, supervisors and managers can work together to re-establish a positive working relationship and restore the equilibrium of the workplace. 

Openly raising concerns, encouraging constructive criticism and problem-solving are essential prerequisites for the development of a culture where differences are valued and pinches are recognised as a sign for more consultation. Organisations where there is poor communication and a failure to deal with disagreements or conflict creatively frequently end up in a crunch with the usual outcome of resignations, formal grievances and litigation. 
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This phase of changing circumstances is described as a pinch and if everyone ignores it and carries on as if nothing had happened then things can get worse. Crunch points are characterized by arguments and aggression which can cause real problems. After a serious crunch, even if everyone apologises and things look all right on the surface the relationship will probably have been damaged in some way which will make it difficult for both or one party to make the same kind of commitment to it in the future. The secret of success is to look out for the early warning signs and tackle things at the pinch phase: don’t wait for the crunch. 

Transactional analysis

Transactional analysis (TA) is a social psychology developed by Eric Berne in the 1960s and 70s, and which has since been incorporated into psychotherapy, counselling, education, and organisational development. 

Key ideas

	Ego states 


	Berne saw human personality as being made up of three "ego states".  Each ego state is an entire system of thoughts, feelings, and behaviours from which we interact with one another.  The Parent, Adult and Child ego states and the interaction between them form the foundation of transactional analysis theory: 

· The parent is our taught concept of life –an ingrained voice of authority, absorbed conditioning, learning and attitudes from when we were young.

· Our adult is our ability to think and determine action for ourselves, based on received data. If we are to change our parent or child we must do so through the adult state – our thought concept of life

· Our internal reaction and feelings to external events form the child – our felt concept of life. This is the seeing, hearing, feeling, and emotional body of data within each of us. 

Over time, subsets of the three main ego states have been defined, and the most commonly used TA framework now has five distinct states:

Nurturing Parent, Critical Parent, Adult, Adapted Child, and Natural Child. 




	Transactions refer to the communication exchanges between people. Transactional analysts are trained to recognise which ego states people are transacting from and to follow the transactional sequences so they can intervene and improve the quality and effectiveness of communication.

Transactional Analysis is underpinned by the philosophy that: 

· people can change 

· we all have a right to be in the world and be accepted 


	Transactions


	I'm OK - You're OK 


	Probably the best-known expression of the purpose of transactional analysis: to establish and reinforce the position that recognises the value and worth of every person. 

Transactional analysts regard people as basically "OK" and thus capable of change, growth, and healthy interactions.  They believe “I'm OK - You're OK” is the ideal “life position” to which we should aspire.  However, there are three other “life positions” which tend to come more naturally to different individuals:

· You’re OK; I’m not OK – generally felt to be the most prevalent position, and indicative of low self-esteem 

· You’re not OK; I’m not OK – a despairing outlook which robs the individual of the will to trust others, or make constructive efforts

· I’m OK; you’re not OK – a position of arrogance and assumed superiority to others.




	Strokes are the units of interpersonal recognition, to survive and thrive. Understanding how people give and receive positive and negative strokes and changing unhealthy patterns of stroking are powerful aspects of work in transactional analysis. 

Claude Steiner elaborated on this theory by describing “the stroke economy”.  He suggests that, as children, we are all indoctrinated by our parents with five restrictive rules about stroking. 

· Don't give strokes when we have them to give 

· Don't ask for strokes when we need them 

· Don't accept strokes if we want them 

· Don't reject strokes when we don't want them 

· Don't give ourselves strokes 

These five rules are the basis of the stroke economy. By training children to obey these rules, says Steiner, parents ensure that ".. a situation in which strokes could be available in a limitless supply is transformed into a situation in which the supply is low and the price parents can extract for them is high." 

He proposes changing the restrictive rules to unrestrictive ones: 

· Give strokes when we have them to give 

· Ask for strokes when we want them 

· Accept strokes if we want them 

· Reject manipulative strokes 

· Give ourselves positive strokes. 

Strokes can be positive or negative; unconditional or conditional. 
	Strokes 

	Games people play 
	Games are learned patterns of behaviour, and most people play a small number of favourite games with a range of different people and in varying intensities.  They vary in the length of time that passes while they are being played. Some can take seconds or minutes while others take weeks months or even years. 

People play games for different reasons, e g: to structure time; to acquire strokes; to maintain their life position; to maintain distance; to control or influence others. 

There are various ways to stop a game, such as: 

· Crossing the transaction by responding from a different ego state than the one expected

· Pick up the ulterior rather than the social message e.g. when a person says "I can't do this, I'm useless". Rather than saying "let me do this for you" instead say "It sounds like you have a problem. What do you want me to do about it?" (said from the Adult ego state)

· Replace the game strokes. Loss of strokes to the Child ego state means a threat to survival. We get a great many strokes from games, even if they are negative. However, if we don't obtain sufficient positive strokes, or give ourselves positive strokes, we will go for quantity rather than quality of strokes and play games to get them.




	Eric Berne proposed that dysfunctional behaviour is the result of self-limiting decisions made in childhood in the interest of survival. Such decisions culminate in what Berne called the "life script," the pre-conscious life plan that governs the way life is lived out. Changing the life script is the aim of transactional analysis psychotherapy. 


	Life script




Identifying the ego states 

It can be helpful to be able to assess or diagnose which ego state somebody is in. In this way we can respond appropriately as well as ensure which state we are addressing. 

Here are some simple (behavioural) clues as to the ego state sending the signal. You will be able to see these clearly in others, and in yourself:
	Parent

	Physical - angry or impatient body-language and expressions, finger-pointing, patronising gestures,
	Verbal - always, never, for once and for all, judgmental words, critical words, patronising language, posturing language


	Child

	Physical - emotionally sad expressions, despair, temper tantrums, whining voice, rolling eyes, shrugging shoulders, teasing, delight, laughter, speaking behind hand, raising hand to speak, squirming and giggling
	Verbal - baby talk, I wish, I dunno, I want, I'm gonna, I don't care, oh no, not again, things never go right for me, worst day of my life, bigger, biggest, best, many superlatives, words to impress


.
	Adult

	Physical - attentive, interested, straight-forward, tilted head, non-threatening and non-threatened.

	Verbal - why, what, how, who, where and when, how much, in what way, comparative expressions, reasoned statements, true, false, probably, possibly, I think, I realise, I see, I believe, in my opinion


.
Remember, when you are trying to identify ego states: words are only part of the story.  To analyse a transaction you need to see and feel what is being said as well. 
The drama triangle

The drama triangle is a well-known model that is widely used in coaching and micro-coaching interventions to spot common relational dysfunctions. It has been described by Dr. Stephen Karpman (an American psychologist) in the field of transactional analysis in 1968.

Experience has shown that many interactions between 2, 3 or more human beings reproduce this ancestral though often damaging pattern. 

What is the drama triangle?
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The drama triangle model illustrates a power game that involves three different but tightly bound together roles:

· Persecutor: this player acts as an attacker, an aggressor. In a wider context, the persecutor can be an innovator, an initiator, or anyone who disturbs the equilibrium.

· Victim: this player is subjected to the attacks of the persecutor. In a wider context, the victim can be the one undergoing the change, struggling against the change, or the one whose equilibrium is disturbed.

· Rescuer: this player acts as a protector, a servant-knight. In a wider context, the rescuer can be seen as the one who strives to restore the equilibrium. 

Typical examples of common triangular situations are:

· Criminal, victim and police

· Father, son and mother

· Teachers, children and parents

· Illness, patient and therapist

· Colleague, me and manager

· Drawback, me and the rest of the world

· Situation, coachee and coach.

Most of us are neurologically programmed to play the three roles. Depending on the context, we will consciously or unconsciously choose one of three roles. For instance, many people like the role of victim. It is a convenient way for them to draw attention. In face of a victim, we often act as rescuers, then as persecutors. A drama triangle can take place with two players only. When there are more than three players, several people play the same role. The drama triangle is usually not static. It is in motion. The players move quickly and reactively from one role to another. They swap between their roles.

Therapists, coaches and managers have regularly to cope with the drama triangle. As illustrated in some of the above examples, not all triangular situations are bad. Some of them are even necessary. However, it is important to identify when a drama triangle takes place in order to decide whether it is useful or should be broken out.

When is a drama triangle bad?
If the triangular situation is healthy and serves all players’ interest, there is no reason to leave it. Likewise, some situations may cause some temporary discomfort in order to achieve better results. But if you feel uncomfortable versus a situation and there is no hope for improvement if things keep going on as they are, it is worth to break out of the triangle. Drama triangle situations are power games that can be very damageable for the people involved and can generate long-term resentments, bad performance, conflicts, absenteeism, etc. 

Which player should induce the change first to get out of a drama triangle? Actually, it does not matter. All three players are so tightly bound together that change in one will automatically provoke a change on the others. Hence, as soon as one of the players feel deeply dissatisfied with the situation, he should make the first move to end the drama triangle. 

How can we detect it?

As soon as an interaction between two or more persons is based on an appreciation imbalance (“I’m OK / You’re not OK” (persecutor and to some extend the rescuer) – or – “You’re OK / I’m not OK” (victim)), a power game can take place. As soon as one of the protagonists feels inferior and the other feels superior, there is a drama triangle going on.

How can we avoid it?

The best way to avoid being trapped in a drama triangle is by being watchful not take one of the three roles. Don’t take the role of the passive victim waiting for others to take care of your problems. Let us not start persecuting other people around us even if sometimes they really work on our nerves. Furthermore, it is not useful to act as a rescuer and take care of other people’s business if we haven’t be asked explicitly, if we don’t really want it, if we don’t have the means to help them, or if we feel we are about to make most of the job.

How can we get out of it? 

Of course, one might simply leave a bad triangular situation by running away. Though it may sometimes be necessary in violent situations, this escape attitude seldom solves the problem which will keep occurring again and again in the future.

There are various ways to get out of a drama triangle in a constructive way depending on the situation and our own personality. Regardless of the method we are going to use, it can be summarized in five steps:

Step 1: First of all, we need to be aware that we are in a dysfunctional triangle. We must also feel enough dissatisfied about the situation to find it worthwhile to react and provoke a change that will cause a temporary discomfort in our own and the other players life. 

Step 2: We must take some distance vis-à-vis the situation in order to clearly identify the role each player is currently playing. In coaching jargon, we call this the “meta-position”. We observe the situation, the players (including ourselves) and the interactions from a certain distance.

Step 3: We mentally analyse the situation by using the method we prefer: humour, expression of our feelings about the interaction, search for positive intentions behind behaviours, symbolisation of the players and their interactions by placing real objects on a surface, etc.

Step 4: We clearly express our analysis of the situation to all other players. This is called “meta-communication”: we communicate on the interaction itself rather than on its contents. We should meta-communicate until everybody begins to agree on some facts. We emphasize on the areas of agreement and thank each player for his contribution to the restoring of a well-balanced relationship. 

Step 5: We check if everyone feels comfortable with the areas of agreement, we intensify this resourceful state to an appropriate level and then we anchor it in order to maximize the lasting effects of the agreement.

Conclusion

Many interactions between human beings are based upon the drama triangle model. Although not necessarily bad, we must be watchful when such a situation is damageable in order to avoid them. The best way to detect a drama triangle situation is by analysing each player’s intention versus the other(s). If there is an imbalance in the intention, one should try to get out of the situation in a constructive way by taking some distance and encouraging other players to do the same. This will help everyone concentrate on positive aspects and restore a well-balanced relationship.

Game theory

Game theory is a distinct and interdisciplinary approach to the study of human behaviour. The disciplines most involved in game theory are mathematics, economics and the other social and behavioural sciences. Game theory (like computational theory and so many other contributions) was founded by the mathematician John von Neumann. 

Among the issues discussed in game theory are

1) What does it mean to choose strategies "rationally" when outcomes depend on the strategies chosen by others and when information is incomplete?

2) In "games" that allow mutual gain (or mutual loss) is it "rational" to cooperate to realize the mutual gain (or avoid the mutual loss) or is it "rational" to act aggressively in seeking individual gain regardless of mutual gain or loss?

3) If the answers to 2) are "sometimes," in what circumstances is aggression rational and in what circumstances is cooperation rational?

4) In particular, do ongoing relationships differ from one-off encounters in this connection?

5) Can moral rules of cooperation emerge spontaneously from the interactions of rational egoists?

6) How does real human behaviour correspond to "rational" behavior in these cases?

7) If it differs, in what direction? Are people more cooperative than would be "rational?" More aggressive? Both?

The key period for the emergence of game theory was the decade of the 1940's when Albert W. Tucker issued his model: The Prisoner’s Dilemma. 

The game

Tucker began with a story: two burglars, Bob and Al, are captured near the scene of a burglary and are interrogated separately by the police. Each has to choose whether or not to confess and implicate the other. If neither man confesses, then both will serve one year on a charge of carrying a concealed weapon. If each confesses and implicates the other, both will go to prison for 10 years. However, if one burglar confesses and implicates the other, and the other burglar does not confess, the one who has collaborated with the police will go free, while the other burglar will go to prison for 20 years on the maximum charge.

The strategies in this case are: confess or don't confess. The payoffs (penalties, actually) are the sentences served.  This can be expressed compactly in a "payoff table" which has become standard in game theory. 

	
	
	Al 

	
	
	confess
	don't

	Bob
	confess
	10,10
	0,20

	
	don't
	20,0
	1,1


 

The table is read like this:

Each prisoner chooses one of the two strategies. In effect, Al chooses a column and Bob chooses a row. The two numbers in each cell tell the outcomes for the two prisoners when the corresponding pair of strategies is chosen. The number to the left of the comma tells the payoff to the person who chooses the rows (Bob) while the number to the right of the column tells the payoff to the person who chooses the columns (Al). Thus (reading down the first column) if they both confess, each gets 10 years, but if Al confesses and Bob does not, Bob gets 20 and Al goes free.

So: how to solve this game? What strategies are "rational" if both men want to minimize the time they spend in jail? Al might reason as follows: "Two things can happen: Bob can confess or Bob can keep quiet. Suppose Bob confesses. Then I get 20 years if I don't confess, 10 years if I do, so in that case it's best to confess. On the other hand, if Bob doesn't confess, and I don't either, I get a year; but in that case, if I confess I can go free. Either way, it's best if I confess. Therefore, I'll confess."

But Bob can and presumably will reason in the same way -- so that they both confess and go to prison for 10 years each. Yet, if they had acted "irrationally," and kept quiet, they each could have escaped with one year each.

 

Dominant strategies

What has happened here is that the two prisoners have fallen into something called a "dominant strategy equilibrium."

Dominant strategy: Let an individual player in a game evaluate separately each of the strategy combinations he may face, and, for each combination, choose from his own strategies the one that gives the best payoff. If the same strategy is chosen for each of the different combinations of strategies the player might face, that strategy is called a "dominant strategy" for that player in that game.

Dominant strategy equilibrium: If, in a game, each player has a dominant strategy, and each player plays the dominant strategy, then that combination of (dominant) strategies and the corresponding payoffs are said to constitute the dominant strategy equilibrium for that game.

In the Prisoners' Dilemma game, to confess is a dominant strategy, and when both prisoners confess, that is a dominant strategy equilibrium.

 

The conclusion Tucker reached from his own model for the Prisoner’s Dillema is that individually rational action results in both parties being made worse off in terms of their own self-interested purposes.  The implications are far-reaching - from arms races through road congestion and pollution to the depletion of natural resources, there are countless examples of entirely rational yet damaging strategies pursued by governments and individuals in all aspects of modern life. 
Difficult conversations

The model outlined here was developed by the Harvard Business School researchers Douglas Stone, Bruce Patton and Sheila Heen, and is detailed in the book Difficult Conversations (1999, Penguin Books). 
As part of the Harvard Negotiation Project, the researchers investigated the factors governing the escalation and exacerbation of interpersonal conflict, and developed a simple five step process for successfully working through a difficult conversation.

Step 1: Three conversations: The initial step is to identify and sort out the three parts of the conversation:

· What is the real story here? What happened or is happening? 

· What are the emotions involved for each party? 

· Identity – what does the story and subsequent emotions reveal about each participant’s stake in the matter?

Step 2: Purpose, time, and place
The second step clarifies the purpose and necessity of the conversation.

· What is the purpose of the conversation and is the purpose worth pursuing? 

· Is this the right time and place to hold this conversation?

Step 3: Starting point
This next step is literally taking a step back in order to view the issue from each participant’s perspective. Does each side actually have a common purpose? Extend an invitation to the other participant to help explore the possibility of a common purpose.

Step 4: Explore both sides
A continuation of the previous step, the basics of resolution are covered in Step 4 and involve:

· Listening in order to understand. 

· Sharing each other’s viewpoints, past experiences and feelings. 

· Reframe the conversation away from blame to the more successful stance of positive contributions necessary for effective problem-solving.

Step 5: Problem-solving
Problem solving often requires a lot of listening, sharing and reframing.

· Look for options that address each side. 

· Decide which standards should apply. Maybe it is time to do something a new or different way. 

· Keep talking, listening and reframing until the problem is solved or until all alternatives are exhausted and the problem is resolved.
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