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INTRODUCTION 

Welcome to the learning programme 

Follow along in the guide as the training practitioner takes you through the material. Make 

notes and sketches that will help you to understand and remember what you have learnt. Take 

notes and share information with your colleagues. Important and relevant information and 

skills are transferred by sharing! 

 

 

 

 

 

 

 

This learning programme is divided into sections. Each section is preceded by a description of 

the required outcomes and assessment criteria as contained in the unit standards specified by 

the South African Qualifications Authority. These descriptions will define what you have to 

know and be able to do in order to be awarded the credits attached to this learning 

programme. These credits are regarded as building blocks towards achieving a National 

Qualification upon successful assessment and can never be taken away from you! 

Programme methodology 

 

 

 

 

 

 

 

 

The programme methodology includes facilitator presentations, readings, individual activities, 

group discussions and skill application exercises. 

Know what you want to get out of the programme from the beginning and start applying 
your new skills immediately.  Participate as much as possible so that the learning will be 
interactive and stimulating. 

The following principles were applied in designing the course: 
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✓ Because the course is designed to maximise interactive learning, you are encouraged 

and required to participate fully during the group exercises 

✓ As a learner you  will be presented with numerous problems and will be required to fully 

apply your mind to finding solutions to problems before being presented with the course 

presenter’s solutions to the problems 

✓ Through participation and interaction the learners can learn as much from each other as 

they do from the course presenter 

✓ Although learners attending the course may have varied degrees of experience in the 

subject matter, the course is designed to ensure that all delegates complete the course 

with the same level of understanding 

✓ Because reflection forms an important component of adult learning, some learning 

resources will be followed by a self-assessment which is designed so that the learner 

will reflect on the material just completed. 

This approach to course construction will ensure that learners first apply their minds to finding 

solutions to problems before the answers are provided, which will then maximise the learning 

process which is further strengthened by reflecting on the material covered by means of the 

self-assessments. 

Different role players in delivery process 

✓ Learner 

✓ Facilitator 

✓ Assessor 

✓ Moderator 

 

What Learning Material you should have 

This learning material has also been designed to provide the learner with a comprehensive 

reference guide. 

It is important that you take responsibility for your own learning process; this includes taking 

care of your learner material.  You should at all times have the following material with you: 

Learner Guide This learner guide is your valuable possession: 

This is your textbook and reference material, which provides 

you with all the information you will require to meet the exit 

level outcomes.  

During contact sessions, your facilitator will use this guide 

and will facilitate the learning process. During contact 

sessions a variety of activities will assist you to gain 

knowledge and skills.  

Follow along in the guide as the training practitioner takes 

you through the material. Make notes and sketches that will 

help you to understand and remember what you have 

learnt. Take and share information with your colleagues. 

Important and relevant information and skills are transferred 

by sharing! 
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This learning programme is divided into sections. Each 

section is preceded by a description of the required 

outcomes and assessment criteria as contained in the unit 

standards specified by the South African Qualifications 

Authority. These descriptions will define what you have to 

know and be able to do in order to be awarded the credits 

attached to this learning programme. These credits are 

regarded as building blocks towards achieving a National 

Qualification upon successful assessment and can never be 

taken away from you! 

Formative Assessment 

Workbook 

 

The Formative Assessment Workbook supports the Learner 

Guide and assists you in applying what you have learnt.  

The formative assessment workbook contains classroom 

activities that you have to complete in the classroom, during 

contact sessions either in groups or individually. 

You are required to complete all activities in the Formative 

Assessment Workbook.  

The facilitator will assist, lead and coach you through the 

process. 

These activities ensure that you understand the content of 

the material and that you get an opportunity to test your 

understanding.  
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Different types of activities you can expect 

To accommodate your learning preferences, a variety of different types of activities are 

included in the formative and summative assessments. They will assist you to achieve the 

outcomes (correct results) and should guide you through the learning process, making learning 

a positive and pleasant experience. 

 

The table below provides you with more information related to the types of activities.  

Types of Activities Description Purpose 

Knowledge Activities 

 

You are required to 

complete these activities 

on your own.  

 

 

 

 

These activities normally test 

your understanding and 

ability to apply the 

information. 

Skills Application 

Activities 

 

You need to complete 

these activities in the 

workplace  

 

 

 

These activities require you 

to apply the knowledge  and 

skills  gained in the 

workplace 

Natural Occurring 

Evidence 

 

You need to collect 

information and samples 

of documents from the 

workplace. 

These activities ensure you 

get the opportunity to learn 

from experts in the industry. 

Collecting examples 

demonstrates how to 

implement knowledge and 

skills in a practical way 
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Learner Administration  

 

 

 

 

Attendance Register 

You are required to sign the Attendance Register every day you attend training sessions 

facilitated by a facilitator.  

Programme Evaluation Form  

On completion you will be supplied with a “Learning programme Evaluation Form”. You are 

required to evaluate your experience in attending the programme. 

Please complete the form at the end of the programme, as this will assist us in improving our 

service and programme material.  Your assistance is highly appreciated. 

Assessments 

The only way to establish whether a learner is competent and has accomplished the specific 

outcomes is through the assessment process.  Assessment involves collecting and interpreting 

evidence about the learners’ ability to perform a task. 

To qualify and receive credits towards your qualification, a registered Assessor will 
conduct an evaluation and assessment of your portfolio of evidence and competency. 

This programme has been aligned to registered unit standards.  You will be assessed 
against the outcomes as stipulated in the unit standard by completing assessments and 
by compiling a portfolio of evidence that provides proof of your ability to apply the 
learning to your work situation. 
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How will Assessments commence? 

Formative Assessments  

The assessment process is easy to follow. You will be guided by the Facilitator. Your 

responsibility is to complete all the activities in the Formative Assessment Workbook and 

submit it to your facilitator.  

Summative Assessments  

You will be required to complete a series of summative assessments. The Summative 

Assessment Guide will assist you in identifying the evidence required for final assessment 

purposes. You will be required to complete these activities on your own time, using real life 

projects in your workplace or business environment in preparing evidence for your Portfolio of 

Evidence. Your Facilitator will provide more details in this regard. 

To qualify and receive credits towards your qualification, a registered Assessor will 
conduct an evaluation and assessment of your portfolio of evidence and competency. 

Learner Support 

The responsibility of learning rests with you, so be proactive and ask questions and seek 
assistance and help from your facilitator, if required. 

 

 

 

 

 

 

 

 

Please remember that this Skills Programme is based on outcomes based education principles 

which implies the following: 

✓ You are responsible for your own learning – make sure you manage your study, 

research and workplace time effectively.  

✓ Learning activities are learner driven – make sure you use the Learner Guide and 

Formative Assessment Workbook in the manner intended, and are familiar with the 

workplace requirements.   

✓ The Facilitator is there to reasonably assist you during contact, practical and workplace 

time for this programme – make sure that you have his/her contact details. 

✓ You are responsible for the safekeeping of your completed Formative Assessment 

Workbook and Workplace Guide  

✓ If you need assistance please contact your facilitator who will gladly assist you. 

✓ If you have any special needs please inform the facilitator  
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Learner Expectations  

Please prepare the following information. You will then be asked to introduce yourself to the 

instructor as well as your fellow learners 

 

 

 

 

 

Your name:  

 

 

The organisation you represent:  

 

 

Your position in organisation:  

 

 

What do you hope to achieve by attending this course / what are your course expectations? 
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UNIT STANDARD 252043 

Title 

Manage a diverse work force to add value  

NQF Level 

5 

Credits 

6 

Purpose of the unit standard  

This unit standard is intended for managers in all economic sectors. These managers would 

typically be second level managers such as heads of department, section heads or divisional 

heads, who may have more than one team reporting to them 

Learning assumed to be in place  

It is assumed that learners are competent in:  

✓ Communication at NQF Level 4.  

✓ Mathematical Literacy at NQF Level 4.  

✓ Computer Literacy at NQF Level 4 

Unit standard range  

The learner is required to apply the learning in respect of this/her own area of responsibility.  

✓ Unit refers to the division, department or business unit in which the learner is 

responsible for managing and leading staff.  

✓ Entity includes, but is not limited to, a company, business unit, public institution, small 

business, Non-Profit Organisation or Non-Governmental Organisation.  

✓ Diversity includes differences in history, nationality, culture, background, experiences, 

beliefs, values, attitudes, values, race, age, sex, disability, sexual orientation, 

language, talents and education. 

Specific outcomes and assessment criteria 

Specific outcome 1: Demonstrate knowledge and understanding of diversity in the 

workplace 

Assessment criteria 

✓ Diversity is defined in terms of differences within a unit, including difference in 

backgrounds, culture, beliefs, values, race, age, sex, language and education.  

✓ Diversity is explored as a potential source of discrimination 
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✓ The implications of diversity for external and internal relationships is examined and 

explained with examples 

✓ Cultural biases, stereotypes and perceptions are identified together with the influence 

they can have on dealing with diversity 
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Specific outcome 2: Demonstrate understanding of the reality of diversity and its value in a 

unit 

Assessment criteria 

✓ The benefits of diversity in team members and clients are explained with examples. The 

benefits of diversity include improved products, services, relationships and the ability to 

attract and retain employees 

✓ Ways of utilising the diversity among team members are explored with a view to 

enhancing relationships and improving the productivity of a unit 

✓ Ways of meeting the diverse needs and goals of team members in a unit are explored 

in relation to the goals and objectives of a unit 

✓ Ways of meeting the needs of diverse clients and communities through a range of 

products and services is explored to identify new opportunities 

 

Specific outcome 3: Manage team members taking into account similarities and differences 

Assessment criteria 

✓ Diversity in beliefs, values, interests and attitudes are identified through interaction 

within a unit 

✓ Common beliefs, values, interests and attitudes that will serve a basis for leading the 

team are recognised through interaction within a unit 

✓ The expression of diverse viewpoints and ways of being is encouraged in a unit through 

management activities 

✓ Sensitivity towards and understanding of diversity are demonstrated through 

management activities 

 

Specific outcome 4: Deal with disagreements and conflicts arising from diversity in a unit 

Assessment criteria 

✓ Incidents of conflict and disagreement are acknowledged and managed in a way that 

enhances relationships in a unit 

✓ Cases of unfair discrimination and discriminatory practices are identified and managed 

at the appropriate level of authority in the entity 

✓ Disagreements and conflict are used as opportunities for learning to improve the 

cohesion in a unit 

Essential Embedded Knowledge 

The nature and characteristics of diversity.  

✓ The nature of unfair discrimination, discriminatory practices, cultural biases and 

stereotypes.  

✓ Types of discrimination.  

✓ Techniques for the effective management of diversity.  

✓ Ways of dealing with disagreements and conflict relating to diversity 
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CCFO 

✓ Identify and solve problems relating to conflict, disagreements and discrimination 

relating to diversity 

✓ Work effectively with others in developing and implementing solutions 

✓ Organise and manage oneself and one`s activities when dealing with team members in 

managing diversity in a unit 

✓ Collect, evaluate, organise and critically evaluate information on the nature of diversity 

in a unit 

✓ Communicate effectively when dealing with conflict and disagreements arising from 

diversity in a unit 

✓ Demonstrate an understanding of the world as a set of related systems in recognising 

the complexity of diversity 

✓ In order to contribute to the full personal development of each learner and the social 

and economic development of society at large, it must be the intention underlying any 

programme of learning to make an individual aware of the importance of: Being 

culturally and aesthetically sensitive across a range of social contexts when dealing with 

diversity in a unit 
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MODULE 1: DIVERSITY IN THE WORKPLACE 

Specific outcome 1 

Demonstrate knowledge and understanding of diversity in the workplace 

Assessment criteria 

✓ Diversity is defined in terms of differences within a unit, including difference in 

backgrounds, culture, beliefs, values, race, age, sex, language and education.  

✓ Diversity is explored as a potential source of discrimination 

✓ The implications of diversity for external and internal relationships is examined and 

explained with examples 

✓ Cultural biases, stereotypes and perceptions are identified together with the influence 

they can have on dealing with diversity 

Diversity 

Diversity, whether in the workplace or own life, means the 

inclusion of people who belong to various cultural groups or people 

with different human qualities.  

 

The figure illustrates several important dimensions of diversity. The inner circle represents the 

primary dimensions of diversity, which include inborn differences or differences that can hardly 

change and have ongoing impact throughout one’s life. These are: 

✓ Age 

✓ Ethnicity 

✓ Gender 

✓ Physical abilities 

✓ Race 

✓ Sexual orientation 

The dimensions are the core elements through which people shape their view of the world and 

are closely related to culture. 

The secondary dimensions of diversity as illustrated in the outer ring of the graphic illustration 

below can be acquired or changed throughout one’s lifetime. These elements tend to have less 

impact than those of the core, but nevertheless have some impact on the way a person sees 

the world. 
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The worldwide shift in demographics, changing immigration patterns and social change are all 

factors which affect the work and own life environment. 
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Discrimination 

What is Discrimination & Prejudice 

Prejudice refers to predetermined negative attitudes towards 

people, based on some group identity or because of the way they 

look.  When prejudicial attitudes are translated into behaviour, 

discrimination occurs. 

A gender sensitive approach to workforce management is not a goal in itself, but a means to 

achieve equal rights between women and men, and to promote women's rights in particular 

through appropriate workplace interventions. 

Section 9(3) of The Constitution sets out our rights to equality. In doing so, it lists prohibited 

grounds of discrimination (race, gender, sex, pregnancy, marital status, ethnic or social origin, 

colour, sexual orientation, age, disability, religion, conscience, belief, culture, language, and 

birth). Differentiation based on any of these listed grounds by individuals or the State will be 

presumed to be unfair. 

The Constitutional Court has held that differentiation on grounds analogous to those listed in s 

9(3) will also constitute discrimination. The Promotion of equality and prevention of unfair 

discrimination Act, 4 of 2000 has reinforced this Constitutional Court principle by providing that 

prohibited grounds of discrimination includes any grounds where discrimination based on that 

other ground: 

✓ Causes or perpetuates systemic disadvantage; 

✓ Undermines human dignity 

✓ Adversely affects the equal enjoyment of a person's rights and freedoms in a serious 

manner that is comparable to the listed grounds of discrimination. [Definitions: 

"prohibited grounds", Promotion of Equality and Prevention of Unfair Discrimination Act] 

Analogous (or comparable) grounds of differentiation, which may give rise to a claim of 

discrimination, could include physical characteristics such as weight, height, or even "looks".  

Types of Discrimination 

Discrimination is differentiation based on illegitimate grounds.  

Not all types of discrimination are necessarily unfair. The Constitution, as well as, for example, 

the Employment Equity Act provides for legitimate grounds for differentiation, namely, to 

promote the achievement of equality, legislative and other measures designed to protect or 

advance persons, or categories of persons, disadvantaged by unfair discrimination may be 

taken [s 9(2), The Constitution].Section 15 of The Employment Equity Act exhorts employers 

in general and compels designated employers in particular to adopt affirmative action 

measures, which must include: 

✓ Measures to identify and eliminate employment barriers, including unfair discrimination, 

which adversely affect people from designated groups (which includes women) 

✓ Measures designed to further diversity in the workplace based on equal dignity and 

respect of all people 
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✓ Discrimination based on an inherent requirement of the job does not constitute unfair 

discrimination. 

At the outset it is important to realise that employee behaviours are equally important in 

ensuring a fair and equitable workplace. No matter how fair an organisation's policies may be, 

if individual managers do not apply them consistently and fairly, the organisation will not be 

equally accessible to everyone. 

What is Culture 

Culture is simply the values and behaviour shared by a 

group of individuals. 

Therefore, culture does not refer just to an ethnic or 

racial group but can also be determined by age, gender, 

life style or socio-economic status. Thus, we should avoid 

being culturally "encapsulated" i.e. wrapped up in our 

own culture and clinging to our own beliefs and failing to 

recognise the opposite sex’s world. 

Culturally encapsulated people tend to: 

 

✓ Rely on stereotypes in making decisions about people. 

✓ Ignore cultural differences among people. 

✓ Define reality according to their own set of cultural assumptions.  

We must develop a basic respect for the opposite sex’s' experiential world.  

In short, we should be culturally sensitive if we are to effectively participate in our 

communities and workplaces.  

People who truly respect the opposite sex will show a willingness to learn from them. 

Group Identity 

We have diverse cultural groups, which can be found in South Africa.  However, group identity 

is much more than culture or race, it is about identifying with other people who share social or 

cultural characteristics. 

For example: 

✓ People who attend charismatic churches identify with being borne again, irrespective of 

what race, gender or age they are 

✓ People who are homosexual share a group identity 

✓ Women who support women’s rights and are active in trying to achieve them may feel 

that they share a group identity 

✓ New mothers may bond with other women who have babies 

✓ South Africans of all races who live overseas may meet together to attend sporting 

events where a South African team is playing 

✓ Shop stewards attending a union conference share a group identity 

✓ Managers in a company are often perceived by employees as “Them” 
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Stereotypes 
The dictionary defines stereotype as  

a standardised mental picture that is held in common by members 

of a group and that represents an oversimplified opinion, 

prejudiced attitude or uncritical judgement. 

In other words, when we say: “All blondes are stupid”.  This is not true, some may be stupid 

but some are also very clever. 

Stereotyping that occurs in the workplace 

The workplace is not immune to stereotyping: 

✓ Management is insensitive to our needs 

✓ Management only wants to make money 

✓ Business exploits workers 

✓ Shop stewards always make trouble 

✓ Sales people always make promises to customers that they cannot keep 

✓ Other departments always try to blame us for their errors 

Stereotyping at work should be avoided at all costs. Stereotyping will cause you to overlook 

the other person’s abilities and this will be detrimental to both yourself and the other person. 

Keep in mind that the value of stereotypes is diminished to a large extent when 

communicating with an individual. Let us use an example: South Africans are far less formal 

than the British. A general stereotype like this will reduce your objectivity regarding the 

individual’s inner talents, goals and preferences. 

Keep also in mind how quickly stereotyping can happen.  You look at a person and your brain 

decides “This is an Indian male, looks rather old, doesn’t speak my language, I can’t 

communicate with him.”  This is a sad state of affairs, indeed. You could totally miss what that 

person is trying to say to you, or what he is capable of doing for you or you for him. 

Keep in mind the equally unfair positive stereotypes that will never let managers utilise their 

employees’ abilities.  Example:  You might think older people are conservative, therefore you 

do not even think of considering your older colleague/worker’s smart idea.  

Think about this.  Two boys grow up in the same town, same era and ethnic group. In fact, 

their houses are right next to each other.  One boy’s family steers him into the taxi industry 

because the father owns a few taxis and there is a lot of money to be made.  The other boy’s 

family supports his decision to follow a career in music, because he plays the trumpet 

beautifully and he wants to form a jazz band.  Can these two people from the same region, 

ethnic group and age develop the same values, goals, abilities and personalities?  How 

different will they be when they reach the age of 40? 

The moment you choose someone over another for a certain task, first check with yourself if 

you have any assumptions about both persons’ abilities.  How are your assumptions formed 

initially?  Do they originate from work performance, or casual encounters from others outside 

the work environment, or perhaps from subjective sources as the movies and propaganda?  

Are these assumptions realistic? 
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Strive to: 

✓ Regard each individual as a culture of one. 

✓ Achieve clear vision by avoiding stereotypes. 

✓ Ensure work effectiveness by eliminating assumptions and utilising variety. 

Formative Assessment 1: SO1 

Group activity 
Divide into four groups and discuss the following typical stereotypes.  Each group has to give a 

short presentation to the rest of the class. 

In your groups look at the following and write down all the comments that are usually made 

about them. 
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Group A 

Women are 

 

 

 

Coloureds are 

 

 

 

Hindi and Tamil Indians are 

 

 

 

Moslems are 

 

 

 

Afrikaners are 

 

 

 

Blacks are 

 

 

 

Group B 

Zulus are 
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Vendas and Shangaans are 

 

 

 

Alcoholics are 

 

 

 

Unwed teenage mothers are 

 

 

 

People with AIDS are 

 

 

 

Young people are 

 

 

 

Group C 

Old people are 
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People with mental problems are 
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People who are disfigured are 

 

 

 

People who are disabled are 

 

 

 

Farm workers are 

 

 

 

Managers are 

 

 

 

Group D 

Illiterate people are 

 

 

 

Policemen are 

 

 

 

Trade Union members and officials are 
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Nigerians are 

 

 

 

Women who are beaten and raped are 

 

 

 

Rastafarians are 

 

 

 

Group activity 
In groups, name at least four examples of stereotyping that occurs at work.  Discuss how this 

affects the workplace in terms of harmony, career prospects and how other people feel about 

stereotypes. 
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Why you and other people act the way they do 

None of us are born prejudiced.  If you see young children playing together, they seem 

completely unaware of the differences between them.  However, within a few years we all have 

learned certain stereotypes from our parents and friends. 

Upbringing Techniques 

We are brought up by our parents or various adults to fit in with society as they see it.  As a 

result we learn how to interact in certain situations and to react in certain ways to different 

situations. 

Our parents form our opinions and the way we look at life and most parents try to prepare us 

to enter society. 

Along with all the good things, we also adopt their prejudices and stereotypes.  It is only when 

we reach a certain age that we are able to think for ourselves about what we want to believe. 

It is not always easy to challenge the way we have been brought up.  We are not suggesting 

that the caring adults in our lives are necessarily wrong or misguided. 

Their opinions were formed by their parents or life experiences.  Sometimes opinions are a 

product of the times in which we live.  Each one of us must be prepared to re-examine the way 

we think and react so that we are able to adapt to changing circumstances. 

Fear of Differences 

It is a natural reaction for people to be frightened of differences.  There is a security in staying 

with what you know.  It means that we do not have to confront change or deal with 

information, which may make us uncomfortable.  When people are scared of foreigners we say 

that they suffer from xenophobia.  This can be very dangerous when it gets out of control. 

Rigidity 

A person who is rigid, finds it impossible to bend mentally.  He or she, forms opinions and 

despite any information to the contrary, refuses to contemplate that the opinion held may be 

wrong.  This can be very destructive for the person concerned and can cause untold difficulties 

in both the person’s social and work lives. 
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Ignorance 

Many people act the way they do because they have insufficient information about the 

situation or about the person who is “different”.  As a result we cling to stereotypes because it 

is a safe option which does not require us to think. 

The Consequences of Discrimination 

For those people who are on the receiving end of discrimination, life can be very unpleasant.  

Imagine what it would be like if someone told you that you could not: 

✓ Go to a particular movie house because of your colour 

✓ Drive a car because you were a woman 

✓ Open a bank account because you could not write 

✓ Buy a house because you were not allowed to own land 

✓ Go to a party with your friends because you were not allowed in a certain suburb after 

19:00 at night 

There are many people in this country who can tell you what it was like to live under 

discriminatory laws.  There are still people living in many countries in different parts of the 

world who live under restrictions because they are discriminated against. 

In extreme cases, wars were fought because of discrimination. 
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Change Your Belief or Value System  

We have seen that different people have different beliefs and value systems. We have also 

seen that these beliefs and value systems lead to discrimination and conflict.  Because we are 

not always right, we have to change our belief systems if it leads to discrimination and 

disrespecting the rights of other people.  Changing your belief is not an easy thing!  It takes 

quite some time and practice.   

The first step is to make a decision.   

You have to decide that you want to apply a certain belief in your life and then you have to 

stick to it.  A belief is not something that you want to do one day and not the next.  It is 

something that is embedded within you as a person.  Someone who has broken the law and is 

in jail for stealing has to make a decision never to steal again for them to have a new belief. 

The second step is to apply your decision. 

After you have decided to implement a new belief in your life you have to apply it and practice 

it at every occasion that is presented to you regarding your new belief.  Like in the example 

above of the person in jail; once that person is out of jail the opportunity to steal something 

will present itself to him or her and they then have to take that same decision again and say 

no to themselves.  They have decided not to steal again and have to decide on that moment 

not to do it for the initial decision to be affective.  After some practice doing thing this, your 

belief grows stronger.   

The third step is to keep implementing your belief for the rest of 
your life. 

Once you have some practice with your new belief it starts to become part of you.  Eventually 

you won’t even have to think about it anymore, it will always just be there.  Like the example, 

if that person has decided not to steal on every occasion that they’ve been presented with for 

ten years they probably won’t even think about stealing when they see something they want 

that is not theirs.   

The only way that a belief can disappear from your life and who you are is if you decide not to 

believe in it anymore and automatically you won,t apply it in your life anymore.  Depending on 

the belief, it can never really be a good thing to take away some of your beliefs unless it was a 

bad one.   

If you are someone who doesn’t steal or lie, you would apply the same in the workplace and 

wouldn’t steal from co-workers or lie to them.  At the end of the day, beliefs and ethics aren’t 

something you can switch on or off.  This part of you will show at work and at home.   

Formative Assessments SO1 
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MODULE 2: VALUING DIVERSITY 

Specific outcome 2 

Demonstrate understanding of the reality of diversity and its value in a unit 

Assessment criteria 

✓ The benefits of diversity in team members and clients are explained with examples. The 

benefits of diversity include improved products, services, relationships and the ability to 

attract and retain employees 

✓ Ways of utilising the diversity among team members are explored with a view to 

enhancing relationships and improving the productivity of a unit 

✓ Ways of meeting the diverse needs and goals of team members in a unit are explored 

in relation to the goals and objectives of a unit 

✓ Ways of meeting the needs of diverse clients and communities through a range of 

products and services is explored to identify new opportunities 

Diversity at work 
The management of organisations is not restricted to the problems of managing structures, 

procedures and processes, people and groups.  

There is an additional complication in that any organisation can be seen to have a prevailing 

culture or cultures. However, detecting an organisational culture is not easy and the reality is 

that such cultures are indicated by, or reflected in, certain features of an organisations actions 

or activities. Most large organisations will have a variety of cultures; the likelihood is that this 

variety is patterned by each major department having its own prevailing culture. This diversity 

of culture brings further problems for the management of an organisation in that such diversity 

must not result in organisational disharmony. Organisations can adopt a number of strategies 

to try to harmonise the different cultures prevailing in their different departments.  

Understanding business culture  

For most of us, our careers will take shape in the world of business.  In South Africa today, 

even government departments are talking about putting themselves on a business footing and 

applying a more democratic and participative approach to management. 

If you are going to be successful in your organisation you have to take the trouble to 

understand its culture and underpinning values.  If you wish to advance in your organisation 

you will have to go a stage further and show commitment to them and align yourself to the 

company’s objectives. 

This does not mean that you have to give up your individuality, your own culture or your own 

values, but it makes sense to realise that if you are continuously at odds with your 

organisation you will obviously be happier elsewhere. 

A good company will value diversity 
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✓ What do you know about your company? 

✓ What is your company’s vision and mission? 

✓ Who owns your company? 

✓ What do the shareholders expect as a result of their investment? 

✓ Who are your company’s clients? 

✓ What are your key products and services? 

✓ What benefits do they offer your client? 

✓ What are the underpinning values in your organisation? 

Diversity in the workplace 

Our South African culture is becoming much more diverse.  This rainbow nation is together in 

fusion, but still we do not want to eradicate the flavour of diverse cultures. Think of it as the 

spicy chakalaka dish, with all the various and delicious ingredients that remain distinct, even 

as they are mixed and cooked together. 

South Africa has been described as The Rainbow Nation, because just like a rainbow which 

paints a beautiful multi-coloured arch in the sky, our nation is made up of many colours and 

cultures. 

Let us look at the mixture of our peoples which contributes to such a rich diversity: 

Africans 

✓ Tswana,  

✓ Pedi,  

✓ Sotho, 

✓ Ndebele,  

✓ Swazi,  

✓ Xhosa,  

✓ Zulu,  

✓ Shangaan 

Asians 

✓ Hindu,  

✓ Moslem,  

✓ Tamil 

Coloured 

✓ Cape,  

✓ Malay 

Other Africans from the continent 

✓ Zairians,  

✓ Zambians, 
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✓ Zimbabweans,  

✓ Nigerians,  

✓ Ethiopians 

Chinese 

✓ Mainland China,  

✓ Taiwan 

White 

✓ Afrikaans, 

English,  

✓ Greek,  

✓ Italian,  

✓ American,  

✓ Lebanese,  

✓ Australians 

Although we have mentioned a great many nationalities, there are many more people from 

different parts of the world living and working in South Africa. 

We can truly say that South Africa is an international country, just the same as England, 

America and Australia and indeed many more. 

In the last 20 years the world has become a much smaller place with the advent of air travel 

and technology. 

People have wider horizons and instead of growing up and staying in their birth place, believe 

that they have the freedom and opportunity to move and settle all over the world. 

This movement of people is exciting but also brings with it problems as some people are 

frightened by differences. 

Benefits of a diverse working place 

Diversity enhances the workplace 

You can learn how to manage cultural diversity, and in this way realising our nation’s varied 

nature as an advantage in the workplace.  The workplace will become more alive, with all the 

different points of view thrown together, i.e. perspectives, cultural determinations, diverse 

opinions and visions.  Your ability to inspire and use diverse views will not only create trust 

and confidence in your management style, but will also send a message of tolerance and 

acceptance, and appreciation for differences.  

 “Our aim must be to have a cultural mosaic, not a melting pot.” 

ALLISTER SPARKS (JOURNALIST) 

Diversity brings substantial potential benefits to an organisation, such as: 
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✓ better decision making and improved problem solving, leading to improved relationships 

within the organisation as employees partake in making decisions 

✓ greater creativity and innovation, which leads to enhanced product development,  

✓ more successful marketing to different types of customers leading to improved services 

✓ the ability to attract and retain high-quality employees 

Attract and retain employees 

Hiring and retaining employees with diverse backgrounds to meet the demands of the global 

marketplace is the first step to meeting the challenges of trading internationally. 

Employers should hire the best employees available with diverse backgrounds and talents.   

Hiring and retaining diverse employees not only establishes the company as a diverse 

organisation that can meet the needs of a diverse clientele but also diverse employees have 

the potential for improved performance over less diverse groups.    

Diversity can be especially beneficial on creative projects like product development or 

marketing.  

Talent Pool 

Keeping an open mind during hiring and employee development and training processes gives 

your business access to a wider and deeper talent pool than a close-minded process would. 

These processes focus on finding the best employee for the job or finding a worker with great 

potential to advance in the organisation. This may involve finding employees whom you might 

not automatically associate with the type of job. For example, a woman can be an excellent 

auto mechanic despite the auto repair industry being a male-dominated field. 

Employee satisfaction 

By recognising diversity in a corporation you help to link the variety of talents within the 

organisation and also allows for those employees with these talents to feel needed and have a 

sense of belonging.  This increases their commitment to the company and allows each of them 

to contribute in a unique way. Therefore, a company that supports diversity of workforce is 

better able to address employee satisfaction and retention issues. 

Companies that encourage diversity in the workplace inspire all of their employees to perform 

to their highest ability. Company-wide strategies can then be executed, resulting in higher 

productivity and return on investment. 

Improved products and services 

Diversity also provides organisations with the ability to compete in global markets.  Companies 

employing a diverse workforce are  in a better position to understand the demographics of the 

customers they serve much better making them better able to thrive in the marketplace than 

companies that hire only a limited group of employee demographics.  

The world is becoming smaller every day.   The Internet, mass media, telecommunications and 

mass transportation have all contributed to the shrinking of international market.   Because of 

these technologies, there is a continuing necessity for companies to address the needs of a 

very diverse market so that they can be competitive.   Companies must now ask themselves 

what they can do to increase the number of customers for which they serve while determining 

the needs of these customers. This business process makes diversity a crucial part of a 

company's growth and operation. 
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In the manufacturing sector, it is now a general principle that a product must take specific 

account of local conditions and preferences, even if the brand itself is international. Thus, for 

example, as a consequence of Renault-Nissan’s position that ‘There is no such thing as a 

“world car”’, the company is changing its approach to manufacturing: cars intended for 

Chinese consumers are built with vertical suspension and very elaborate interiors, while those 

intended for Japanese consumers have horizontal suspension and simpler and more sober 

interiors  
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A broader service range 

A diverse collection of skills and experiences, such as languages and cultural understanding, 

allows a company to provide service to customers on a global basis. 

Increased creativity 

Creativity increases when people with different ways of solving difficult problems work together 

towards a common solution. There is no one best answer to any question--the more ideas you 

can obtain from different people, the more likely you are to develop a workable answer. Other 

cultures can offer insightful alternatives that we might not have considered.  This is a 

tremendous advantage of diversity in the workplace. 

New processes can result when people with different ideas come together and collaborate. In 

today’s fast-moving world, there is no longer room for thinking, “We have always done things 

this way and cannot change.” Workers must bring multiple skills to the environment, think 

cross culturally, and adapt quickly to new situations. Those who meet these criteria are likely 

to do well, regardless of culture--even in tough economic times. 

A diverse workforce that feels comfortable communicating varying points of view will provide 

an organisation with a large pool of ideas and experiences.  The organisation can draw from 

that pool to meet business strategy needs and the needs of customers more effectively. 

Improved productivity 

Productivity increases exponentially when people of all cultures pull together towards a single 

inspiring goal.  

Foreign executives are extremely successful in the western corporate world because of 

globalisation and internationalisation. People from China and India benefit western firms with 

their stellar quantitative skills. And European citizens--Swiss, Germans, British, and French--do 

well in high-level jobs.  Increased productivity is an obvious advantage of diversity in the 

workplace. 

This is partly due to new attitudes that are brought to the business table by people from 

diverse cultures. For instance, westerners may want to consider adopting the perspective other 

cultures have about time. Western corporate culture, especially in America, often believes that 

“time is money” and “getting to the bottom line” is paramount in business.  

However, in most other countries around the world “time is for building relationships” and an 

integral part of getting to know the other party you are considering doing business with before 

starting a transaction. How much of an advantage would workplace diversity be if we followed 

this practice more closely? 

Language skills 

Language skills are obviously needed in today’s increasingly global economy--and diverse 

workers often have this skill. If a company needs specific knowledge or language skills, it may 

hire foreign nationals for help. In some markets, international job seekers have the advantage. 

For example, companies breaking into European, Asian or Latin American markets will need 

foreign expertise. High-tech firms in particular are expanding into countries abroad.  

Many people like to believe that English is “the language of the world.” While that may be true 

for business, English ranks second in the world behind Chinese and just slightly ahead of 
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Hindustani. To truly build relationships with the other people of the world, we must speak their 

language. It is a tremendous advantage of workplace diversity if we enable people from other 

cultures to help us understand not just their words, but also the meaning behind what they are 

saying. 

Reflection on the Community 

A diverse workplace can reflect the community it is set in. Businesses have diverse customer 

bases and the businesses themselves should mirror that. Diverse employees are better able to 

relate to customers and vice versa. Bilingual employees can be a big advantage in 

communities with a strong presence of a particular ethnic group. This can be a boost to 

providing top-notch customer service and setting a business apart from the competition. 

Increased adaptability 

An organisation with a diverse workforce is able to supply a greater variety of solutions to 

problems in service, sourcing and allocation of resources.  Employees from diverse 

backgrounds bring individual talents and experiences in suggesting ideas that are flexible and 

adaptable to changing markets and customer demands. 

Managing diversity in the workplace 
Think of a leader/manager in your life who really motivated you to be the best you could be. 

✓ What attributes or characteristics describe him or her?  

✓ What habits did he or she have that worked for you?  

THE FOLLOWING IS FROM AN ARTICLE BY LENORA BILLINGS HARRIS: 

The results of a survey that was conducted gave the following reasons: She or he 

✓ Was fair and respectful toward others. 

✓ Had high personal standards.  

✓ Believed in my abilities and potential. 

✓ Helped me believe in myself.  

✓ Encouraged and stretched me.  

✓ Led by example.  

✓ Mentored and coached. 

✓ Asked for and appreciated different points of view.  

✓ Listened.  

✓ Criticized objectively.  

✓ Had integrity; was honourable.  

✓ Helped me solve my own problems.  

✓ Had a vision.  

✓ Developed a trusting environment. 

The specific word, diversity, was rarely used when people described their best, favourite, or 

most effective manager. However, fairness, respect, objectiveness, and listening recurred 

frequently. 

These attributes describe an effective manager and leader. The key within a diverse 

environment is to be able to practice these behaviours with all everyone, rather than only 
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employees with whom you are most comfortable. Developing the diversity dimension of 

leadership requires a commitment to demonstrate the following behaviours on a regular basis:  

1. Learn the professional aspirations of all team members and support their 

efforts to achieve them. 

Many organisations have some type of career development or succession planning process. In 

order to make these programs more effective within a diverse environment, be sure that you 

are talking to all of your staff about their career aspirations. Even if your organisation does not 

have many opportunities for individuals looking for upward mobility, your interest in their 

career and your assistance in their development will be greatly appreciated and usually 

motivates people to do their best work. If there are no opportunities within the organisation 

and the employee ultimately leaves the company, your company then has a positive 

ambassador in the overall community. 

2. Create opportunities for highly talented employees to be exposed to leaders 

who may not otherwise interact with them.  

Create opportunities where they present a report, attend a meeting in your place, or conduct 

various other activities whereby they can interact with leaders in the organisation who, if 

impressed, can impact their career in a positive way. 

3. Create cross-functional teams.  

As organisations have downsized, right-sized, and re-engineered their businesses, many 

management positions have been eliminated, thus requiring groups to work together as teams 

in order to complete the necessary tasks. When you create cross-functional teams, ideas 

flourish. People are exposed to each other's ideas and discover that different departments 

have different viewpoints. That exposure is beneficial to the overall innovation potential of the 

organisation. When creating these teams, remember that putting people together does not 

automatically make them a team. Attention does need to be given to developing that group of 

people into an effective, trusting team. 

4. Volunteer for community projects that teach tolerance, both directly and 

indirectly.  

By doing this, you set the example that you are continually enhancing your understanding and 

appreciation of people different than you. That behaviour can encourage others within the 

organisation to do the same. For example, you may choose to become a mentor within the Big 

Brothers/Big Sisters organisation. This can enable you to better understand young people. The 

experience can teach tolerance and patience, and it can certainly will help you appreciate that 

which is important to people whose backgrounds may be different than yours. These learnings 

have many applications in the workplace. 

5. Delegate fairly.  

Sometimes we have a tendency to delegate to the same people all the time because they do 

good work and we know things will be done well. However, if we are going to truly develop all 

team members, regardless of their packaging, we need to identify projects, tasks, and 

responsibilities that could further develop their skills. Once the task is delegated, be sure to 

coach and counsel, and be clear regarding your expectations and the results. 

6. Communicate and support intolerance of inappropriate and disrespectful 

behaviour.  

This must be an ongoing behaviour on your part, one where you are constantly looking for 

opportunities to teach tolerance and respect within the workplace. 
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7. Evaluate performance objectively.  

Employees really want to do a good job. The problem is often they don t know what a good 

job is, because the clues from management and leadership are unclear. Often the clues are 

different based on superficial or stereotypical judgements regarding age, gender or ethnicity. 

As soon as a person joins an organisation, she or he should be given a clear job description, 

and the specific goals and objectives for that individual should be developed. The criteria for 

measurement should be clarified. Throughout the evaluation period, feedback should be given 

so that when the evaluation review is actually conducted, neither the manager nor the 

employee is surprised by the results. It is not easy being totally objective all the time. 

However, if the skills and expectations for the job are clear, the measurement criteria is clear, 

and the feedback is continuous, then it becomes easier for you to be fair with each employee. 

8. Consider individual needs when enforcing company policies and guidelines.  

The idea is to be fair. However, "fair" does not necessarily mean "the same." There are times 

when you must decide how to implement policies without showing favoritism while recognizing 

differences. An example might be with work schedules. Although within a department, and 

within the same job category, everyone is probably expected to arrive at the same time and 

leave at the same time, it would be appropriate, when necessary, to allow flex-time as long as 

it is clear that the total amount of time required for work is covered. Job sharing is also helpful 

here. If parents have child-related issues, effective managers consider those issues and 

determine whether or not exceptions are necessary while balancing the effect of making those 

exceptions and their impact on the overall department. Not an easy thing to do. Rather than 

try to develop the best idea alone, Solicit input from the employees involved and from other 

managers to determine what the most appropriate action is.  

You will notice that nowhere in this article is any mention made of doing things that are based 

on ethnicity, gender, disability, age, etc.  

It is critical that you realise that everyone in the organisation contributes to its diversity. The 

more you are able to connect with individuals, the more you will be able to create an 

environment that causes them to produce at their highest level, regardless of their packaging. 

Actions that Make a Difference 

1. Make time to talk privately with each of your employees on a regular basis. 

 For example, if you have 10 employees, provide each with 30 minutes every two weeks where 

they have the opportunity to share with you whatever they wish. They can ask any questions, 

give you ideas, and you have the opportunity to get to know them personally and coach and 

counsel them as necessary.  

2. Ask your staff, individually, how they would prefer to be managed and how 

they would prefer to be rewarded.  

Often we assume money is what everyone wants. This is not necessarily true. When you ask 

an employee how he or she wishes to be rewarded, you may discover personal interests, and 

professional aspirations that you can be supportive of. For example, perhaps one employee 

might be most motivated by having the company pay part of his or her child's tuition. A child-

free person may be most appreciative if the company provided additional vacation time so that 

she or he could visit a favorite place.  

3. Take your staff to lunch every now and then, just to chat.  

The more actions you take to demonstrate sincere interest in the individual, the more likely 

your staff will want to "go the extra mile." The challenge is to be able to make the time. 
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However, once you do, you will more likely see the real person, instead of just their 

"packaging." Their differences will then be an asset instead of a barrier.  

Challenges presented by diversity 

✓ You will have to overcome perceptual, cultural and language barriers for any diversity 

program to succeed.   

✓ When key objectives are not communicated effectively, it leads to confusion, lack of 

teamwork and low morale 

✓ Resistance to change – there will always be employees who are unwilling to accept the 

fact that the social and cultural makeup of their workplace is changing. This resistance 

to change silences new ideas and inhibits progress 

Making cultural diversity work 

Cultural diversity at work does not only concern nationalities or ethnic groups.  We’re also 

talking about religion, gender, age, race, sexual orientation, physical abilities, home locations 

(rural village, small town, big town, huge city), and the underlying subculture in each of these 

categories connected to character, education and occupation.  

It is impossible to stereotype all cultures and ethnic groups due to its complexity.   
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Your culture is formed by all these elements: your birthplace, your 

family’s values, religious beliefs, your gender and race, the socio-

economic situation, your personality, and education.  This is how 

you become a unique individual. 

If you assume that everyone is a cultural group of one, you will act much more sensitive to 

others than when you try to stereotype individuals. Regard each person for his/her ability and 

growth potential without any negative assumptions. 

Stereotypes 

You can only make use of stereotypes when broad areas of unique characteristics are 

identified. For example: South Africans are far less formal than the British.  Keep in mind that 

the value of these stereotypes is diminished to a large extent when communicating with an 

individual. A general stereotype like the above will inhibit your objectivity regarding the 

individual’s inner talents, goals and preferences. 

Keep also in mind how quickly stereotyping can happen.  You look at a person and your brain 

decides “This is an Indian male, looks rather old, doesn’t speak my language, I can’t 

communicate with him.”  A sad state of affairs, indeed. You could totally miss what that person 

is trying to say to you, or what he is capable of doing for you. 

Keep in mind the equally unfair positive stereotypes that will never let managers utilise their 

employees’ abilities.  Example:  You might think older people are conservative, therefore you 

do not even think of considering your older colleague/worker’s smart idea.  

Think about this.  Two boys grow up in the same town, same era and ethnic group. In fact, 

their houses are right next to each other.  One boy’s family steers him into the taxi industry 

because the father owns a few taxis and there is a lot of money to be made.  The other boy’s 

family supports his decision to follow a career in music, because he plays the trumpet 

beautifully and he wants to form a jazz band.  Can these two people from the same region, 

ethnic group and age develop the same values, goals, abilities and personalities?  How 

different will they be when they reach the age of 40? 

✓ The moment you choose someone over another for a certain task, first check with 

yourself if you have any assumptions about both persons’ abilities 

✓ How are your assumptions formed initially?   

✓ Do they originate from work performance, or casual encounters from others outside the 

work environment, or perhaps from subjective sources as the movies and propaganda?   

✓ Are these assumptions realistic? 

Communication  

Diverse organisations will be successful as long as there is a sufficient amount of 

communication within them. Because people from different cultures perceive messages in 

different ways, communication is vital to the performance of an organisation. 

Miscommunication within a diverse workplace will lead to a great deal of challenges. Diversity 

is not only about preventing unfair discrimination and improving equality, but also about 

valuing differences and inclusion, spanning such areas as ethnicity, age, race, culture, sexual 

orientation, physical disability, and religious belief. 
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Intercultural competencies 

These skills include self-monitoring, empathy, and strategic decision-making.  

✓ Self-monitoring refers to a communicator's awareness of how his or her behaviour 

affects another person, and his or her willingness to modify this behaviour based on 

knowledge of its impact.  

✓ Empathy enables the receiver to go beyond the literal meaning of a message and 

consider the communicator's feelings, values, assumptions, and needs.  

✓ Strategic decision-making implies that the communication sources and channels used to 

reach organisation members, as well as the substance of the messages conveyed, are 

mindfully selected 

Manage diversity 

Managing diversity means acknowledging people's differences and recognising these 

differences as valuable; it enhances good management practices by preventing discrimination 

and promoting inclusiveness. Good management alone will not necessarily help you work 

effectively with a diverse workforce. It is often difficult to see what part diversity plays in a 

specific area of management. 

The most obvious way to reduce intergroup conflict and prejudice is to increase contacts 

between members of different groups in such a way as to break down boundaries and build 

bridges between self-enclosed communities, thereby fostering more complex and personalised 

views of others’ worlds through knowledge.  

To illustrate, the following two examples show how diversity is an integral part of 

management. The first example focuses on the area of selection, the second example looks at 

communication: 

Issues 

✓ How do you make the job sound appealing to different types of workers, such as people 

with disabilities? 

✓ How can recruitment be effectively targeted to underutilized groups? 

✓ How do you overcome cultural bias in the interviewing process, questions, and your 

response? 

Strategies 

✓ Specify the need for skills to work effectively in a diverse environment in the job, for 

example: "demonstrated ability to work effectively in a diverse work environment." 

✓ Make sure that good faith efforts are made to recruit a diverse applicant pool, 

particularly underutilized minorities and women. 

✓ Focus on the job requirements in the interview, and assess experience but also consider 

transferable skills and demonstrated competencies, such as analytical, organisational, 

communication, coordination. Prior experience has not necessarily mean effectiveness 

or success on the job. 

✓ Use a panel interview format. Ensure that the committee is diverse, unit affiliation, job 

classification, length of service, variety of life experiences, etc. to represent different 

perspectives and to eliminate bias from the selection process. Run questions and 

process by them to ensure there is no unintentional cultural or institutional bias. 



 

Sakhisisizwe LG Unit Standard 252043   40 

 

✓ Ensure that appropriate accommodations are made for disabled applicants. 

✓ Know your own cultural biases. What stereotypes do you have of people from different 

groups and how well they may perform on the job? What communication styles do you 

prefer? Sometimes what we consider to be appropriate or desirable qualities in a 

candidate may reflect more about our personal preferences than about the skills needed 

to perform the job. 

 

Formative Assessments SO2 
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MODULE 3: MANAGE TEAM MEMBERS 
 

 

Specific outcome 3 

Manage team members taking into account similarities and differences 

Assessment criteria 

✓ Diversity in beliefs, values, interests and attitudes are identified through interaction 

within a unit 

✓ Common beliefs, values, interests and attitudes that will serve a basis for leading the 

team are recognised through interaction within a unit 

✓ The expression of diverse viewpoints and ways of being is encouraged in a unit through 

management activities 

✓ Sensitivity towards and understanding of diversity are demonstrated through 

management activities 

Communication in culturally dissimilar groups 
Often, we are unaware when others feel as though we are not showing respect. For example, 

we may think it respectful not to raise our voice when speaking with others. However, in some 

cultures, loud speech is appropriate, and using a quiet voice shows a lack of respect.  

Raising our awareness of others’ cultural preferences and comparing them to our 

own creates opportunities to show respect and understanding. 

Think about the people you meet during the day – passing in the street, walking past your 

desk, working with you, cleaning your car, selling you a bag of tomatoes, teaching your 

children.  Here’s an example:  What stereotypes come alive in your head when you see a 

coloured unshaven youth, a white male with a Rottweiler and a diesel bakkie, an older person 

with an ATM card, a pregnant teenage girl, a white female executive with a cell phone and 

loads of jewellery? 

Managers and employees may experience communication difficulties when they are culturally 

dissimilar, because either may misread the verbal and non-verbal cues of the other.  Consider 

the following example:  In a brainstorming exercise, the culturally dissimilar members did not 

acknowledge the facilitator’s comments; the culturally similar members did.  The difference 

was due to the fact that the culturally dissimilar members did not want to interrupt the 

facilitator when speaking.  The confused facilitator interpreted this lack of acknowledgement as 

a lack of understanding.  The facilitator repeated the message, simplifying it each time.  After 

the exercise, the facilitator judged the culturally dissimilar members as less bright than the 

members who were culturally similar to him/herself.  The culturally dissimilar members 

reported that the facilitator made them feel stupid.  Neither the members of the group, nor the 

facilitator seemed to understand the subtle cultural differences that affected their judgement of 

each other. 
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Mother tongue communication  

There are 11 official languages in South Africa, of which many are the mother tongues of 

individuals in your team.  If you want to see effective communication and optimal participation 

in your work environment, it is vital that all work-related communication is conducted in 

English.  You might think for a moment that this is a bit undemocratic, but the following 

paragraph explains why this is true.  

In the office, each individual is welcome to use the language/s of his/her choice in social 

conversations. Of course no one has a problem with that.  Still, it is quite human to feel a bit 

unsettled when two people conduct a lively conversation in your midst in a language that you 

do not understand.  This is mainly because you feel excluded.  Even though something may be 

discussed that has no bearing on you, the discussion does influence feelings of togetherness 

and team spirit.  Therefore, it is important to be courteous to co-members of the team by 

conducting a work-related conversation in a language that is understood by every person in 

the room. 

Non-verbal communication 

Not all non-verbal communication can and should be interpreted easily.  People from diverse 

cultures may interpret the body language of people quite differently.  What may be seen as 

social submission in one culture may be interpreted as loyalty or sloppiness in others.  

However, sensitivity to and awareness of it – both in others and yourself – may yield a great 

deal of insight into human behaviour. 

Body language can tell your team members as much about you as anything you might say – 

and sometimes much more! 

“Behaviour is a much better barometer of what you say, than 

words are.” 

Remember: 

If you recognise the cultural differences in communication, you will be able to understand your 

own communication style and that of other members of the team.  This will make you feel at 

ease and you can help others to feel comfortable with the interactive styles of communication 

that are so essential in the work environment. 

Personal space 

Research clearly indicates four zones that people usually maintain when they communicate.   

✓ The intimate zone:  (15 – 45 cm from the body).  This is your own or private zone.  

Only those emotionally close to you may enter it.  They include spouses, family and 

friends.  Your mind alarm will sound if a person gets too close. 

✓ The personal zone:  (45 cm – 120 cm from the body).  You set this distance when you 

interact with people at social events, especially when you know them well. 

✓ The social zone:  (1.5 – 3.5 m from the body).  This is the distance you usually keep 

between strangers, and yourself. 

✓ The public zone:  (A range of over 3.5 m).  This is a comfortable distance from which to 

address your colleagues.   
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You will soon realise that the social or the public zone suits most of your work situations.  The 

physical nature of the workplace, the development stage of your staff members and their 

personality and attitude will determine the zone to be maintained.  

Keep these vital aspects in mind when you decide on the type of zone you want to maintain: 

✓ Culture – people from some Eastern cultures will find it offensive if you lean over them 

to check something on the computer screen or touch their hands when you have to 

show them how to hold a mouse.   

✓ Status – you are the senior staff member and it is your responsibility to set the 

different space zones – rather not let any person overstep those boundaries.  If 

someone does invade your zone, step back casually but in such a way that the action is 

noticed.  

✓ Role – your role is to facilitate knowledge.  Your co-workers must interpret and 

implement that knowledge.  Strengthen your role by keeping your group in the game.  

When you enter the room and they are all clumped in a flustered little group at the 

back, ask them with a beaming smile to have a seat in front.  If their seats are 

relatively close to you, your actions and words will be noticed.  With interest. 
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People with disabilities 

Dealing with people with disabilities can be an enriching and humbling or extremely taxing experience.  But, 
one thing is certain, changing your beliefs and attitudes towards people with disabilities will also change how 
you talk and behave in your day-to-day dealings with your colleagues.   

Gender neutrality 

Business etiquette is based on hierarchy and power, unlike social etiquette, which is based on gender and 
chivalry. Special treatment in the business environment based on gender must be avoided at all costs.  
Everyone in the workplace should enjoy unbiased attitudes and equal respect. 

Women have made evolutional progress in the workplace and it is painfully obvious how negative attitudes 
toward women can still be detected in the use of language and procedures.  Discriminatory and double-
edged interpretations reflect an unwillingness to change and should not be evident in your working 
environment. 

Status, gender and behaviour 

Competence can be traced to expertise, training, work experience and personality strengths.  

It cannot be traced to gender, race, size or age.  Here are a few connections to status, gender 

and your subsequent behaviour: 

✓ Biographical details should not contain words with female connotations (mother of two, 

slender female), et cetera.  Maintain a neutral level with words like staff member, 

presiding officer, coordinator, lecturer, supervisor, et cetera. 

✓ Address staff members by their titles or surnames, not their first names.  Give 

preference to professional titles rather than social titles. 

✓ Do not refer to women as girls.  It is patronising. 

✓ Comments on looks, clothing or the excessive use of diminutives (Dearie, Sweetie, et 

cetera), are inappropriate. 

✓ Use a standard method when you congratulate staff members.  Kissing for women and 

shaking hands for men is a discriminatory custom.  Hand shaking is the most 

acceptable approach. 

✓ When in doubt, use your behaviour to a male staff member as a realistic guideline to 

correctness.  If you do not expect a male staff member to pour you coffee, or if you 

would not comment on his good looks or his aftershave, do not impose the same 

behaviour on a female staff member. 

✓ Statements that put female staff members within a context of other male staff 

members are totally inappropriate, for example: “Not a bad job for a woman”. 

✓ When you refer to specific examples or case studies, try to vary the scenario in which 

your character exists.  Use neutral, but relevant cultural and gender sensitive role-

players. 

✓ It is not appropriate to refer to a female staff member as the rose among the thorns or 

the fairer sex.  Do not make an issue of her gender or gallantly refer to her physical 

attributes, even if you are simply trying to make her feel welcome.  You are doing it 

wrong. 

 

A few things you must remember 
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When you sit back and think about diversity in the workplace, words like gender, culture, 

language, attitudes, disability, stereotypes and communication will come to mind.  Try to 

become familiar with the connotations to each of those words and learn to deal with them on a 

neutral and professional level.  At first, it may seem to you as uncertainties and obstacles that 

cannot be overcome in one day.  This is where your ability to communicate and your 

interpersonal skills will lead the way.   

Here are a few more loose ends, tied together for your daily use. 

✓ Persons of lesser importance are introduced to persons of greater importance, 

regardless of gender. The name of the most important person is said first. 

✓ Doors are held for persons more senior in rank, regardless of gender. Whoever gets to 

the door first (usually junior in rank), holds a door for the others following. If it is a 

revolving door, the junior person goes first to get the door moving, then waits on the 

other side. 

✓ Whoever is closest to the elevator doors exits first. 

✓ At business functions, neither men nor women are helped with their chairs unless they 

need it. 

✓ Men and women should be helped with their coats if they are clients or more senior in 

rank. 

Is this a stereotypical observation, or is it a gender-thing? 

South African males communicate in order to give or receive information.  On the other hand, 

our females communicate within a relationship and/or emotive context, not only with the 

retrieval of information in mind. 

When you work with members of the opposite gender, is your behaviour influenced by gender 

communication differences?  Give concrete examples from your work environment, your home 

and general situations. 

Corporate Culture And How To Manage It 

What is corporate culture? 

Corporate culture might be best summarized in the often heard statement: 

“It might not make much sense to you, but that’s the way we do things around 

here!” 

Corporate culture is the pattern of shared beliefs, attitudes, assumptions and values in an 

organisation which may not have been articulated but, in the absence of direct instructions, 

shape the way people act and interact and strongly influence the ways in which work is carried 

out 

Corporate culture is a key component in the achievement of an organisation’s mission and 

strategies, the improvement of organisational effectiveness and the management of change. 

The significance of culture arises because it is rooted in deeply held beliefs. It reflects what has 

worked in the past, being composed of responses which have been accepted because they 

have met with success. 
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Corporate culture can work for an organisation by creating an environment which is conducive 

to performance improvement and the management of change. It can work against an 

organisation by erecting barriers which prevent the attainment of corporate strategies. These 

barriers include resistance to change and lack of commitment. 

Corporate culture can be described in terms of values, norms and artefacts. It will be perceived 

by members of the company as organisational climate, and it will influence and be expressed 

by management style. 

Values 

Values refer to what is regarded as important. They are expressed in beliefs of what is best or 

good for the organisation and what sort of behaviour is desirable. The ‘value set’ of an 

organisation may only be recognized at top level, or it may be shared throughout the 

organisation so that it could be described as being ‘value driven’. 

Areas in which values can be expressed include: 

✓ Care and consideration for people 

✓ Care for customers 

✓ Competitiveness 

✓ Enterprise 

✓ Equity in the treatment of employees 

✓ Excellence 

✓ Growth 

✓ Innovation 

✓ Market/customer orientation 

✓ Priority given to organisational rather than to people needs 

✓ Performance orientation 

✓ Productivity 

✓ Provision of equal opportunity for employees 

✓ Quality 

✓ Social responsibility 

✓ Teamwork. 

Norms 

Norms are the unwritten rules of behaviour, the ‘rules of the game’, which provide informal 

guidelines on how to behave. Norms tell people what they are supposed to be doing, saying, 

and believing even wearing. They are never expressed in writing – if they were, they would be 

policies or procedures. They are passed on by word of mouth or behaviour and can be enforced 

by the reactions of people if they are violated. Norms can exert very powerful pressures on 

behaviour because of this reactions- we control others by the way we react to them. 

Norms refer to such aspects of behaviour such as: 

✓ How managers treat subordinates and how subordinates relate to their subordinates 

✓ The prevailing work ethic, e.g. ‘Work hard, play hard’, ‘Come in early, stay late’, ‘If you 

cannot finish your work during the business hours you are obviously inefficient’, ‘Look 

busy at all times’, ‘Look relaxed at all times’. 
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✓ Status- how much importance is attached to it; the existence or lack of obvious status 

symbols 

✓ Ambition- naked ambition is expected and approved of, or a more subtle approach may 

be the norm 

✓ Performance- exacting performance standards are general; the highest praise that can 

be given in the organisation is to be referred to as very professional 

✓ Power- recognized as a way of life; executed by political means, dependent on 

expertise and ability rather than position; concentrated at the top; shared at different 

levels in parts of the organisation 

✓ Politics- rife throughout the organisation and treated as normal behaviour; not accepted 

as overt behaviour 

✓ Loyalty- expected, a cradle-to-grave approach to careers; discounted, the emphasis is 

on results and contribution in the short term 

✓ Anger- openly expressed; hidden, but expressed through other, possibly political, 

means 

✓ Approachability- managers are expected to be approachable and visible; everything 

happens behind closed doors 

✓ Formality- a cool, formal approach is the norm; forenames are/are not used at all 

levels; there are unwritten but clearly understood rules about dress. 

Artefacts 

Artefacts are the visible and tangible aspects of an organisation which people hear, see or feel. Artefacts can 
include the working environment, the tone and language used in letters or memoranda, the manner in which 
people address each other at meetings or over the telephone, the welcome (or lack of welcome) given to 
visitors and the way in which telephonists deal with outside calls. Artefacts can be very revealing. 

Organisational climate 

Organisational climate is how people perceive (see and feel about) 

the culture that has been created in their company or unit. It can 

be measured by the use of attitude surveys. 

Management style 

Management style describes the way in which managers set about achieving results through 

people. It is how managers behave as team leaders and how they exercise authority. 

 Managers can be autocratic or democratic, tough or soft, demanding or easy-going, directive 

or laissez-faire, distant or accessible, destructive or supportive, task orientated or people 

orientated, rigid or flexible, considerate or unfeeling, friendly or cold, keyed up or relaxed. How 

they behave will depend partly on themselves- their natural inclinations-partly on the example 

given to them by their managers and partly on organisational values and norms. 

Development of Culture 

The norms and values that are the basis of culture will be developed over time as a result of 

the influence of the organisation’s external environment and its internal processes, systems 

and technology. 
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The external environment covers economic, market, competitive and social trends, 

technological innovations and government interventions. 

Internally, culture is shaped by the purpose, strategy and technology of the major crisis or the 

impact of a dynamic, visionary and inspirational chief executive. In fact, the philosophy and 

values of top management over the years will have played a dominant role. 

Culture is developed and manifests itself in different ways in different organisations. It is not 

possible to say that one culture is better than another, only that it is dissimilar in certain ways. 

There is no such thing as an ideal culture, only an appropriate culture. This means that there 

can be no universal prescription for managing culture, although there are certain approaches, 

which can be helpful, as described in the next section. 

What Is Culture Management? 

Culture management is the process of developing or reinforcing an 

appropriate culture- that is one, which helps the organisation to 

fulfill its purpose. 

Culture management is concerned with: 

✓ Culture change, the development of attitudes, beliefs and values, which will be 

congruent with the organisation’s, mission, strategies, environment and technologies. 

The aim is to achieve significant changes in organisational climate, management style 

and behaviour, which positively support the achievement of the organisation’s 

objectives. 

✓ Culture reinforcement, which aims to preserve and reinforce what is good or functional 

about the present culture. 

✓ Change management, which is concerned with enabling the culture to adapt 

successfully to change and gaining acceptance for changes in organisation, systems, 

procedures and methods of work. 

✓ Commitment gain, which is concerned with the commitment of members of the 

organisation to its mission, strategies and values. 

Aims of Culture Management 

The aims of culture management are to: 

✓ Develop an ideology which guides management on the formulation and implementation 

of coherent strategies and policies for managing the organisation and its members 

✓ Create and maintain a positive climate within an organisation which indicates the 

behaviour which is expected of its members in the course of their work 

✓ Promote understanding of, and commitment to, the values of the organisation. 

Culture management does not, however, aim to impose a uniform, bland culture on an 

organisation. It recognizes that different cultures may be appropriate to its different parts. 

Although there will be certain values which management believes are important, the process of 

disseminating them will show that members of the organisation have their own interests as 

well as those of the organisation. 

The management of the organisation’s culture is a central activity for senior management with 

the advice and help of human resource management specialists in their increasingly important 

role as internal consultants. 
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Approaches to Culture Management 

Culture management is about reinforcing or embedding an existing 

functional culture or changing a dysfunctional culture. It is a 

matter of analysis and diagnosis followed by the application of 

appropriate reinforcement or change levels. 

The steps required in a culture management programme are: 

1. Develop a vision of what the organisation needs to become. 

2. In the light of this vision, define and communicate the organisation’s mission. 

3. Define and communicate the corporate or business strategies required to fulfil the mission. 

4. Analyse the present culture of the organisation- its values, norms, artifacts, management 

style and organisation climate. This analysis can be conducted by attitude surveys, 

structured interviews or focus group discussions (a focus group is a group of people 

brought together to discuss a number of defined issues). 

5. Prepare and implement a cultural change programme. 

Cultural filters 

What is a filter? 

Cultural filters are part of what makes up our cultural differences. 

People do not acquire cultural filters through stupidity.  There are usually very good reasons 

for them. 

✓ Either in how people do things or in events. 

✓ Sometimes you need to go back in history to find the reason why a cultural filter exists. 

But if you are looking in from another culture, it might take you some time to understand the 

“why” behind a particular cultural filter.  It can take some digging. 

A cultural filter is not something you can see or touch. Every person has a filter. This word 

describes all the factors that affect how you see things the way you do and how you react to 

the actions of others. 

What factors can affect a filter? 

Many factors affect a filter: 

✓ Our ethnic background and/or culture. 

✓ Our family background (such as being an only child or having a large extended family). 

✓ Our beliefs (such as religion, destiny, a place in the universe). 

✓ Our income level (comfortable vs. marginal). 

✓ Our personal experiences (such as traumas, successes, and education). 

✓ Our values and choices (such as friends, community, faith, status). 

✓ And many other factors such as physical appearance, health, talents, and luck. 
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Realise that cultural filters are present in communication, and practise with open questions to 

improve communication. 

Physical contact is usually not appropriate in any work situation and when used, 
even with good intentions, may land you in legal trouble.  It is therefore best to be 

warm and caring but to keep a professional distance at all times. 

Keep the following aspects in mind: 

✓ When you convey a message to a staff member, it passes through filters comprising 

age, culture, gender, experience and education, et cetera. 

✓ Quite often, this could lead to a lot of mishaps – misperceptions, misevaluations and 

misinterpretations. 

 

 

 

 

 

 

 

 

 

 

 

 

 

First, become aware of these filters and then improve your 
communication. 

Communication truly implies so much more than just words in many cultures.  The whole 

context should be placed into perspective.  Subtleties like individual status, body language, 

voice tone and the situation setting all contribute to the message that is communicated.  

Building and maintaining the communication relationship comes first – thereafter the exchange 

of information. 

“Human beings communicate in a way far more profoundly with 

one another through the nature of what they are, than through 

their words.” 

LAURENS VAN DER POST (WRITER AND PHILOSOPHER) 

 

Many South Africans depend on and utilise verbal and linguistic communication.   

On the other hand, consider Asians, who use nonverbal communication techniques and 

insinuations, allowing people to maintain their grace in difficult situations. 
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People born in different countries may face communication challenges, but communication 

problems can arise even in your own home.  Just think about age differences!  So, if there are 

people in your work environment with generation differences, remember that you will probably 

have to deal with that communication filter – and so with neutrality and tact.   

Self-Awareness 

Often, we are not aware of all the factors that make up our filter. We may think that our point 

of view is the correct way to see a situation. We may become confused or frustrated when 

others do not act or respond as we expect. 

For example, if someone is late to a clinic visit, we may assume that this reflects a lack of 

interest or respect. In many cultures, however, being on time is not highly valued and being 

late is normal. 

How can you increase your self-awareness? 

✓ Identify specific actions of others that you perceive as different or outside your norm, 

and then reflect on how those actions made you feel. 

✓ Reflect on your choice of words or manners and consider if others may perceive them 

as rude or inconsiderate. 

✓ Reflect on and identify what is meaningful to you. Ask questions of yourself as to what 

you value about yourself and your work. What does respect mean to you? 

✓ Think about what you intend to communicate and what kind of impact you intend to 

make. 

✓ Work toward creating an environment that focuses on the customer, and be willing to 

adjust your norm, if needed, to meet their needs. 

✓ ake steps to think outside your comfort zone; talk with your coworkers, patients, and 

their families about how to increase awareness of others and provide better care and 

customer service. 

Look at your own emotional reaction when someone says or does something that may offend 

you. 

Awareness of Others 

As we think about our filters, we begin to see that others have filters, too. Their culture, 

background, beliefs, and experiences impact their view of the world – meaning, they form a 

filter of their own. Their filter may in some ways be similar to yours, but it may also be 

different. Keep in mind that most people are not aware of their filters. 

Let us use an example about being on time for an appointment.  If a person (Mrs A) arrives 

late, it is possible that Mrs A who was late would not realise that being on time was important. 

If you react with anger, it could happen that Mrs A might think that your reaction was a sign 

that she not welcome. 

How can you increase your awareness of others? 

✓ Observe how your customer or colleague interacts, and learn about their cultural norms 

or patterns. For example, if someone is not making eye contact with you, it may be 

culturally inappropriate for you to make eye contact with them. 

✓ Ask questions that invite explanation and answer with the same. For example, you may 

ask, “How can I assist you with decision making for you and your family?” or “What 
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parts of the care plan will be easy for you to comply with?” and “What parts may be 

difficult for you or your family?” 

✓ Find out what’s important to others. Find out what they value about themselves and 

their work. What does respect mean to them? “You keep your work station so clean – is 

neatness important to you?” “You always help out with any project in the department. 

How did you come by that habit?” 

✓ Learn about one another’s work styles and engage in an environment that welcomes 

exploration of diversity. “Lorena, are you a person who likes to get everything finished 

quickly? Or, is it more important that everyone is included in the activity?” 

✓ Create a display area where employees can post notices of events and activities 

occurring in their communities. Use the area for listing cultural and/or religious holidays 

and the meaning of the customs associated with celebrating them. 

✓ Be careful NOT to presume you know what others’ intentions are. 

The picture provides a visual example of how someone’s filter affects his or her understanding 

of a word. One word may mean different things to different people.  

Here, the woman on the left is talking about beef. Notice how each person who is hearing the 

word “beef” thinks of it in a different way. The first man thinks of not eating beef because he is 

a vegetarian. The woman thinks of the part beef plays in her religious observances and beliefs. 

The other man thinks of how much he likes to eat hamburgers made from beef.  

Be careful not to make assumptions about how people will understand a word or idea based on 

their ethnicity. 
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About Cultural Competence 

Cultural competence is described by Dr. Josepha Campinha-Bacote, in her book The Process of 

Cultural Competence in the Delivery of Healthcare Services: a culturally competent model of 

care, as an: “…ongoing process in which the healthcare professional continuously strives to 

achieve the ability to work effectively within the cultural context of the client.”  

Consider these words from Milton Mayerhoff’s book On Caring (1971): 

To care for someone, I must know many things. I must know, for example, who the other is, 

what his powers and limitations are, what his needs are, and what is conducive to his growth; 

I must know how to respond to his needs, and what my own powers and limitations are  

Try This: 

Reflect upon the importance of knowing about your own filter and what impacts it. When you 

encounter a patient, customer, or co-worker who’s left you feeling confused, irritated, or 

upset, try looking at the situation through their filter and you may find that the intent was 

neither what you perceived nor envisioned. 

Try doing this the next time you have a challenging situation. It may help you become more 

aware of yourself and those around you. 

 

 

Formative Assessments SO3 
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MODULE 4: DEAL WITH DISAGREEMENTS 

Specific outcome 4 

Deal with disagreements and conflicts arising from diversity in a unit 

Assessment criteria 

✓ Incidents of conflict and disagreement are acknowledged and managed in a way that 

enhances relationships in a unit 

✓ Cases of unfair discrimination and discriminatory practices are identified and managed 

at the appropriate level of authority in the entity 

✓ Disagreements and conflict are used as opportunities for learning to improve the 

cohesion in a unit 

Handling conflict and tension arising from 

discrimination 
We have already discovered that we are human and that we are the products of our 

upbringing.  Valuing diversity is a process, which has to be worked at.  There are times when 

differences will result in tension between groups of people and also between you and other 

individuals.  It is essential that we are aware that tension, if not defused, can lead to conflict. 

Steps which can help us reduce tension… 

1. Positively acknowledge the differences between people. 

2. Listen with understanding rather than being critical, as often there is merit in both 

positions. 

3. Identify the issue that has caused the problem. 

4. Recognise that people perceive things differently and accept the feelings of everyone as 

being legitimate. 

5. Take into consideration the personality of the individuals concerned and try to understand 

how they react to stressful situations. 

6. Try to ensure that you maintain the dignity of all concerned. 

7. Open up and promote communication channels between the two parties. 

8. Try to work towards a win-win position for all concerned. 

9. Stay calm and do not over-react. 
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Changing mindsets through showing empathy, tolerance and 
respect 

We need to realise that valuing diversity means accepting the right of people to be different to 

you – in appearance, behaviour, culture and values.  It means not being judgmental in respect 

of these things.  It means breaking out of rigid mindsets and looking at people and their 

differences with fresh eyes.  There are some important words which can help us change our 

mindsets and our subsequent behaviour. 

Empathy 

This means identifying yourself with the person that you are dealing with.  The American 

Indians have a saying which says that:  “You can never understand a man until you have 

walked in his moccasins”. 

This does not mean that you have to agree with what the other person does or believes, but it 

helps if you can understand where he or she is coming from. 

Tolerance 

This means the ability to accept or forbear different situations or behaviours.  It indicates 

open-mindedness, broad-mindedness, permissiveness, magnanimity, lenience, indulgence, 

sufferance, acceptance, patience, freedom from bigotry or prejudice, understanding. 

I am sure that you will agree that these are wonderful qualities for an individual to have. 

Respect 

Means to show esteem, honour, politeness or consideration to another person. 

The Zulus have a word called uhlonipha, which means respect.  A person can only be regarded 

as a civilised person if he or she is capable of respecting others.  Another word which will help 

us value diversity is ubuntu.  This is a sense of humanity.  It is said that “a man is only a man 

through other people”. 

Nature of conflict 
When groups strive for the same goal, hold little or no antagonism toward each other, and 

behave according to rules and procedures, competition is the most likely outcome. Conflict is 

likely, however, when one group’s goals jeopardize the others, when there is open antagonism 

between the groups, and when few rules and procedures regulate their behaviour. When this 

happens, the goals become extremely important, the antagonism increases, and rules and 

procedures are violated.  

Sources of conflict 

One can identify two types of conflict in the workplace: 

✓ Interpersonal 

✓ Organisational 
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Interpersonal Conflict 

We often want others to see things the same way we do but we must realize that we each 

have our own value system through which we determine our priorities. When these different 

priorities meet, conflict is usually the result – and how we manage these differences becomes 

critically important. The roots of your value system can be traced back to your early childhood, 

school years, adolescence, early adulthood, and significant events in your adult life. These 

value systems differ from person to person. Our core beliefs which we develop become our 

value system.  

These beliefs are challenged in the workplace by issues unrelated to expertise or job 

performance. 

Most of the differences you encounter are interpersonally based. Interpersonal conflict occurs 

when you perceive a situation differently from the way someone else does. 

 

What can you do? 

Your core values cannot be erased but you can learn new perspectives and ways of modifying 

your behaviour. 

How will you do this? 

✓ Step one – identify and admit your personal feelings 

✓ Step two – adopt a wait and see attitude which will automatically decrease  the 

potential for conflict based solely on someone’s profile. 

Advantages –  

You will develop personally and open yourself to wider perspectives regarding other people’s 

abilities. 

Organisational Conflict 

Contrary to the above organisational conflict is not based on personal value systems but is a 

by-product of changing dynamics within a structure. If these dynamics are not addressed the 

result will be conflict within the organisation. If these forces clash with personal values, then 

interpersonal conflict can also occur. 

What are the sources of Organisational Conflict? 

✓ Change 

✓ Conflicting goals and objectives 

✓ Limited resources 

✓ The domino effect (the product of poor planning and communication breakdown) 

Action Checklist 

✓ If conflict exists, do something about it. Festering wounds do not heal themselves by 

magic. 
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✓ Determine the causes of conflict and remove them. 

✓ Make sure that people get together, and understand each other and the demands of 

their jobs. 

✓ Avoid defending ‘my department’ at all costs. Be prepared to be objective and self-

critical. 

✓ Examine your attitudes to the opposite sex. Be sure that your actions are prompted by 

an objective study of the facts – not by an ‘instinctive’ refusal to agree with someone 

because of his or her sex. Treat all your colleagues as equals and as fairly as is 

humanly possible, regardless of gender.  

Conflict management techniques 
In addition to the methods suggested previously for managing conflict related to gender 

issues, the following communication model can be used in conjunction: 

The six-step model 

The Six-Step Model for resolving differences is helpful in identifying and managing 

organisational conflict. It can also be applied in situations between managers and employees. 

The more both parties are able to go through the steps together, the greater is the possibility 

of a successful conclusion. This model also establishes a format for dealing with future 

situations. 

Step one – define the apparent conflict 

✓ Define what you think the problem is to find a solution 

✓ State what you think the problem is 

✓ Speculate how the other party might see the conflict 

✓ This step will establish an orientation toward resolving the differences. 

Step two – analyse the situation 

Ask the following questions (the 5 W’s and an H) in order to further analyse the situation 

✓ Who? Who is involved? It is important that all parties involved in the conflict are 

identified. 

✓ What? What has happened? What were the circumstances? 

✓ Where? Where did the conflict occur? Could the place be significant? 

✓ When? When did this occur? Has it been going on for a while? If so, why was it not 

dealt with in a timely fashion? Is it too late to address the issue? Is it a recent 

occurrence? Is this the appropriate time to address the issue?  

✓ Why? Why did the conflict occur? Is it significant that these were the individuals 

involved? Could it have been prevented? Should it have been? 

✓ How? How did the conflict occur? What happened that should not have? What was not 

happening that should have been? 

By analyzing the situation, it is possible to discover that what you thought the original problem 

was is not the actual problem. If this is the case the next step would be to redefine the conflict 

based on the new information acquired. 
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Step three – generate alternatives 

✓ Generate a number of options by asking yourself the following questions: 

✓ Has this situation happened before? If the answer is yes then what was done about it? 

✓ Is there an existing policy or procedure that would help determine the solution? 

✓ How will similar situations in the future be affected by the solution? Will a precedent be 

established?  

Step four – project the results of each alternative 

This ensures the success of your efforts 

By selecting each alternative and asking the question, ‘What if_______?’ you can potentially 

project the end result of your selection. 

Step five – select and agree on the alternative 

Select the most appropriate option 

Step six – implement and evaluate 

✓ Determine the success or failure through evaluation 

✓ Agree to follow up dates where the parties involved meet to determine the degree of 

success of the solution 

✓ The frequency and the length of the evaluation process should be determined by the 

importance of the original issue. 

The Seven Cs of Conflict Management 

Characteristics 

Specific characteristics are common to all conflict. Once you’re aware of these characteristics, 

you can chart the unknown and explore the territory. 

Classification 

Conflict can be classified. If you identify the conflict, it’s possible to respond with the most 

appropriate management strategy. 

Constructive 

Positive actions are the best response to negative events. You can be constructive during 

destructive events. Winners win and good managers are productive, even during conflict. 

Credibility 

Your credibility as a manager or business owner increases when issues are addressed in a 

thoughtful and consistent manner. One goal during conflict management is to create credibility 

by matching modern business strategies with conflict-management strategies. 
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Conditional 

No two conflicts are the same. People change and so do issues. The conditional nature of 

conflict makes it imperative that you develop a variety of styles and be able to meet the 

changing dynamics of business. 

Care 

Fear is a natural response to change and conflict, but it need not inhibit business. You care 

about your business and the people you work with. The emotional elements of conflict 

management prompt emotional reactions that are unpleasant, but they too can be managed. 

Constraint 

External resources are needed at times to keep things in perspective. The constraint factor 

encourages you to use an intervention team when conflict escalates to threatening levels. 

Conflict Management Styles  

According to Thomas Killman there are five basic approaches to managing conflict: 

✓ Competing 

✓ Accommodating 

✓ Avoiding 

✓ Collaborating 

✓ Compromising 

Competing 

Competing is assertive 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 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. 

Accommodating 

Accommodating is unassertive 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 yielding to another’s point of view. 

Avoiding 

Avoiding is unassertive and uncooperative - the individual does not immediately pursue his 

own concerns or those of the other person.  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. 
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Collaborating 

Collaborating is both assertive and co-operative - the opposite of avoiding.  Collaborating 

involves an attempt to work with the other person to find some solutions which fully satisfy 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. 

Compromising 

Compromising is in the middle of both assertiveness and co-operation.  The objective is to find 

some expedient, mutually acceptable solution which partially satisfies both parties.  It falls on 

a middle ground between competing and 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. 

Usually, after getting back the results of any test, people first want to know: “What are the 

right answers?”  In the case of conflict-handling behaviour, there are no universal right 

answers.  All five modes are useful in some situations:  each represents a set of useful social 

skills.  

✓ Our conventional wisdom recognises, for example, that often: two heads are better 

than one” (Collaborating). 

✓ But it also says, “Kill your enemies with kindness” (Accommodating),   

✓ “Split the difference” (Compromising),  

✓ “Leave well enough alone”   (Avoiding),   

✓ “Might makes right”  (Competing).   

The effectiveness of a given conflict-handling mode depends upon the requirements of the 

specific conflict situation and the skill with which the mode is used.   

Each of us is capable of using all five conflict-handling modes and 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, tends to rely on 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 pre-dispositions and the requirements of the situations in which he finds himself.  The 

Thomas-Killmann Conflict Mode Instrument is designed to assess this mix of conflict-handling 

modes. 

Which style is appropriate for a specific situation? 

To help you judge how appropriate your utilisation of the five modes is for your situation, we 

have listed a number of uses for each mode - based upon lists generated by company 

presidents. Your score, high or low, indicates its usefulness in your situation.  It is, however, 

possible that your social skills may lead you to rely on some conflict behaviour more or less 

than necessary.  To help you determine this, we have also listed some diagnostic questions 

concerning warning signals for the overuse or underuse of each mode. 
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Competing 

Uses: 

1. When quick decisive action is vital - e.g. emergencies. 

2. On important issues where unpopular courses of action need implementing - e.g. cost 

cutting, enforcing unpopular rules, discipline. 

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

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

If you scored High: 

1. Are you surrounded by “yes” men? 

2. (If so, perhaps it is because they have learned that it is unwise to disagree with you, or 

have given up trying to influence you.  This closes you off from information). 

3. Are subordinates afraid to admit ignorance and uncertainties to you? 

4. (In competitive climates, one must fight for influence and respect - which means acting 

more certain and confident than one feels.  The upshot is that people are less able to ask 

for information and opinion - they are less able to learn). 

If you scored Low: 

1. Do you often feel powerless in situations? 

(It may be because you are unaware of the power you do have, unskilled in its use, Or 

uncomfortable with the idea of using it. This may hinder your effectiveness by restricting 

your influence). 

2. Do you have trouble taking a firm stand, even when you see the need?  

 (Sometimes concern for others’ feelings or anxieties about the use of power causes us to 

vacillate, which may mean postponing the decision and adding to the suffering and or 

resentment of others). 

Collaborating 

Uses: 

1. To find an integrative solution when both sets of concerns are too important to be 

compromised. 

2. When your objective is to learn - e.g. 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. 
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If you scored High: 

1. Do you spend time discussing issues in depth that do not seem to deserve it? 

 (Collaboration takes time and energy - perhaps the scarcest organisational resources.  

Trivial problems do not require optimal solutions, and not all personal differences need to 

be hashed out.  The overuse of collaboration and consensual decision-making sometimes 

represents a desire to minimise risk - by diffusing responsibility for a decision or by 

postponing action). 

2. Does your collaborative behaviour fail to elicit collaborative responses from others? 

 (The exploratory and tentative nature of some collaborative behaviour may make it easy 

for others to disregard collaborative overtures:  or the trust and openness may be taken 

advantage of.  You may be missing some cues which would indicate the presence of 

defensiveness, strong feelings, impatience, competitiveness, or conflicting interests). 

If you scored Low: 

1. Is it difficult for you to see differences as opportunities for joint gain - as opportunities to 

learn or solve problems? 

 (Although there are often threatening or unproductive aspects of conflict, indiscriminate 

pessimism can prevent you from seeing collaborative possibilities and thus deprive you of 

the mutual gains and satisfaction which accompany successful collaboration). 

2. Are subordinates uncommitted to your decisions or policies? 

 (Perhaps their own concerns are not being incorporated into those decisions or policies). 

Compromising 

Uses: 

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

more assertive modes. 

2. When two opponents 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 or competition fails to be successful. 

If you scored High: 

1. Do you concentrate so heavily upon the practicalities and tactics of compromise that you 

sometimes lose sight of larger issues - principles, values, long-term objectives, company 

welfare? 

2. Does an emphasis on bargaining and training create a cynical climate of gamesmanship? 

 (Such a climate might undermine interpersonal trust and deflect attention away from the 

merits of the issues discussed). 
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If you scored Low: 

1. Do you find yourself too sensitive or embarrassed to be effective in bargaining situations? 

2. Do you find it hard to make concessions? 

Without this safety valve, you may have trouble gracefully getting out of mutually 

destructive arguments, power struggles, etc.)  

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 - e.g. when you have low power 

or you are frustrated by 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 to regain perspective 

and composure. 

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

6. When others can resolve the conflict more effectively. 

7. When the issue seems symptomatic of another more basis issue. 

If you scored High: 

1. Does your co-ordination suffer because people have trouble getting your inputs on issues? 

2. Does it often appear that people are “walking on eggshells”? 

(Sometimes too much energy is devoted to caution and to avoiding issues, indicating that 

issues need to be faced and resolved). 

3. Are decisions on important issues made by default? 

If you scored Low: 

1. Do you find yourself hurting people’s feelings or stirring up hostilities? 

(You may need to exercise more discretion in confronting issues or be more tactful in 

framing issues in non-threatening ways.  Tact is partially the art of avoiding potentially 

disruptive aspects of an issue). 

2. Do you often feel harried or overwhelmed by a number of issues? 

(You may need to devote more time to setting priorities - deciding which issues are 

relatively unimportant and perhaps delegating them to others). 
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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, help maintain a co-operative relationship. 

3. To build up 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 assist in the managerial development of subordinates by allowing them to experiment 

and to learn from their own mistakes. 

If you scored High: 

1. Do you feel that your own ideas and concerns are not getting the attention they deserve? 

(Deferring too much to the concerns of others can deprive you of influence, respect and 

recognition.  It also deprives the organisation of your potential contributions). 

2. Is discipline lax? 

(Although discipline for its own sake may be of little value, there are often rules, 

procedures and assignments of which the implementation is crucial for you or the 

organisation). 

If you scored Low: 

1. Do you have trouble building goodwill with others? 

(Accommodation on minor issues which are important to others is a gesture of goodwill). 

2. Do others often seem to regard you as unreasonable? 

3. Do you have trouble admitting to being at fault? 

4. Do you recognise legitimate exceptions to rules? 

5. Do you know when to give up? 

Outcomes Of Conflict 

The outcome of conflict will largely depend on the way people 

communicate in the process of dealing with the conflict. 

Outcomes are what you create 

Conflict may produce three distinct outcomes, depending on the approaches taken by the 

people involved.  
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The first situation is termed ‘lose-lose’ (L- L) 

 

 

 

 

 

 

 

A conflict deteriorates to the point that both parties are worse off than they were before. An 

extreme example is the case of an executive who dismisses the only person who knows the 

secret formula for the organisation’s most successful product.  

  

Lose 

 

  

Lose 
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The second outcome is ‘lose-win’ (L – W) 

 

 

 

 

 

 

 

 

 

 

One person (individual A) is defeated while the other one (individual B) is victorious.  This is 

the outcome programmed in our minds when involved in conflict.  It is often conceptualised by 

managers who use power as a tool for managing conflict. 

 

The third outcome is ‘win-win’ 

 

 

 

 

 

 

Both parties perceive that they are in a better position than they were before the conflict 

began and the relationship is strengthened.  This is the ideal outcome to try to achieve. 

When we approach situations with a win-win philosophy we 
tend to focus on 

✓ Compromise as disagreement is more costly 

✓ Involving all parties concerned and searching for mutual solutions 

✓ Preserving the relationship 

✓ Attempting to understand the other’s needs and objectives 

✓ The creation of a free flow of information 

✓ Emphasise common ground 

✓ Expressing outcomes in the positive. Moving towards something you 

want, rather than away from something you don’t want. (‘Satisfied 

  

Win 

 

  

Lose 

 

  

Win 

 

  

Win 
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clients’ rather than ‘Don’t disappoint the client’) 
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The common consequences of unresolved conflicts: 

 

✓ The conflict often escalates in people’s minds 

✓ The unresolved conflict resurfaces each time a new conflict occurs 

✓ Strained relationships and mistrust develop 

✓ Prejudiced attitudes restrict the exchange of views and information 

✓ Co-operation suffers and opportunities are missed 

✓ Problems are not resolved and productivity suffers 

✓ The conflict expands to other people and cliques are formed 

✓ Performance declines and parties try to prevent one another from achieving their goals 

✓ In business situations the customer suffers and finds another supplier 

 

Formative Assessments: SO4 
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