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INTRODUCTION
Welcome to the learning programme
[image: image58.wmf] 

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

[image: image59.wmf] 


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:

· 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:
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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!

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!

	[image: image61.wmf] 

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. 


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

	Types of Activities
	Description
	Purpose

	Knowledge Activities
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	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
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	You need to complete these activities in the workplace 


	These activities require you to apply the knowledge  and skills  gained in the workplace

	[image: image64.emf]

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


Learner Administration 
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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.

[image: image66.wmf]
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.
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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 
Learner Expectations 

Please prepare the following information. You will then be asked to introduce yourself to the instructor as well as your fellow learners
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	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?

	

	

	

	

	


Unit Standards

Unit standards form the basis of all learning in South Africa.
A unit standard is the description of the expected end points or outcomes of learning for which a learner will get credit. The unit standard tells us what it is we want to give recognition for, as well as how well the learner must be able to perform that for which we want to give credit. 
When various unit standards are grouped together, they describe the skills and knowledge required to make up a qualification.

A unit standard is the smallest unit that can be credited to a learner and describes the outcomes in which a learner must prove their competence in order to gain credit on the NQF.

A qualification is made up of the following unit standard categories:

Fundamental Unit Standards

Basic life skills such as communication –reading, writing, speaking in a business environment, mathematics, conflict handling, problem solving, HIV AIDS awareness, etc. needed to function effectively in any working environment.

Core unit standards

Unit standards that are required in order for you the learner to get the specific skills and knowledge needed in order to effectively do your job in the workplace

Elective unit standards

These unit standards represent the area of specialisation in the specific industry.  To obtain the National Certificate: Business Administration Services, Level 3 you must achieve a minimum of   136 credits which are made up as follows:

· Fundamental: 56 credits, 41% 

· Core: 66 credits, 49% 

· Elective: 14 Minimum, 10% 

Total: 136 Minimum, 100% 

Articulation Options 

Horizontal articulation is possible with: 

· National Certificate: Management - NQF Level 4 - NLRD 23656. 

· National Certificate: Business Administration Services - NQF Level 4 - NLRD 35928. 

· National Certificate: New Venture Creation - NQF Level 4 - NLRD 23953. 

· Further Education and Training Certificate: Small Business Advising (Information Support) - NQF Level 4 - NLRD 48883. 

· National Certificate: IT Systems Development - NQF Level 4 - NLRD 24294. 

· National Certificate: IT Technical Support - NQF Level 4 - NLRD 24293. 

· National Certificate: Public Administration - NQF Level 4. 

· National Certificate: Risk Management - NQF Level 4 - NLRD 24396. 

· Further Education and Training Certificate: Arts and Culture Administration - NQF Level 4 - NLRD 48818. 

· Further Education and Training Certificate: Management and Administration - NQF Level 4 - NLRD 49129. 

Vertical articulation is possible with: 

· National Certificate: Management - NQF Level 5 - NLRD 24493. 

· National Certificate: Management and Administration- NQF Level 5 - NLRD 49126. 

· National Certificate: Business Advising - NQF Level 5 - NLRD 48886. 

· National Certificate: Business Consulting Practice - NQF Level 5. 

· National Certificate: Public Finance Management and Administration - NQF Level 5. 

· National Certificate: Project Management - NQF Level 5. 
Exit Level Outcomes 

On achieving this Qualification, the learner will be able to: 

1. Work with others to undertake or support the project management activities. 

2. Assist the project manager and/or project team by contributing and participating in planning, execution and control activities. 

3. Provide support to the administration of a project. 

For electives one of: 

4. Supervise a project team of a small project to deliver project objectives.  This unit standard is included in the qualification
OR 

5. Support the project environment and management activities to deliver project objectives. 

OR 

6. Describe and apply specialised technical methods, tools and techniques to a project to deliver project objectives. 
The specific unit standard details of this qualification are as follows:

	U/S No
	Name
	Level
	Credits
	Exit level Outcome

	120372
	Explain fundamentals of project management 
	4
	5
	Assist the project manager and/or project team by contributing and participating in planning, execution and control activities.

	120373
	Contribute to project initiation, scope definition and scope change control 
	4
	9
	

	120375 
	Participate in the estimation and preparation of cost budget for a project or sub project and monitor and control actual cost against budget 
	4
	6
	

	120374
	Contribute to the management of project risk within own field of expertise 
	4
	5
	

	120379 was 10135
	Work as a project team member 
	4
	8
	Work with others to undertake or support the project management activities.

	120382 
	Plan, organise and support project meetings and workshops 
	4
	4
	Provide support to the administration of a project. 

	120385 
	Apply a range of project management tools and techniques 
	4
	7
	

	120376
	Conduct project documentation management to support project processes
	4
	6
	

	120381 (was 10139)
	Implement project administration processes according to requirements 
	4
	5
	

	120384
	Develop a simple schedule to facilitate effective project execution 
	4
	8
	

	120387 
	Monitor, evaluate and communicate simple project schedules 
	4
	4
	

	120383
	Provide assistance in implementing and assuring project work meets quality requirements 
	3
	6
	

	120388 
	Supervise a project team of a small project to deliver project objectives 
	5
	14
	Supervise a project team of a small project to deliver project objectives


UNIT STANDARD 120379

Unit Standard Title 

Work as a project team member

NQF Level

4

Credits

8

Purpose 

Learners accessing this standard will be working as a leader in the context of a small project / sub-project involving few resources and having a limited impact on stakeholders and the environment or working as a contributing team member on a medium to large project when not a leader. These projects may be technical projects, business projects or developmental projects and will cut across a range of economic sectors. This standard will also add value to learners who are running their own business and recognise that project management forms an integral component of any business.

Learning assumed to be in place

· Learners accessing this qualification will have demonstrated competence in mathematics and communication skills at NQF level 4 or equivalent.

· Learners accessing this qualification will have demonstrated competence in computer literacy and applicable software at NQF level 4 or equivalent.

· ID 120372 - Explain fundamentals of project management

Unit standard range

· Project level may include but is not limited to working as a leader in the context of a small project / sub-project involving few resources and having a limited impact on stakeholders and the environment or working as a contributing team member on a medium to large project when not a leader. 

· Projects may include but are not limited to all projects including technical, developmental and business related projects 

· Team dynamics may include but is not limited to team goals, priorities, roles, structure, formality, communication channels, flexibility, cohesion, skill levels, trust, conflict, relationships and climate

· Working as a contributing team member on any size project when not the leader.

· Methods for communication may include but are not limited to written, oral, symbols, body language and signals

· Principles for creating productive communication may include but are not limited to listening, consulting, giving feedback, supporting, discussing, negotiating, embracing diversity and exhibiting empathy.

· Policies and procedures may be organisation specified systems, policies and procedures or where these do not exist, accepted industry best practice

· Project manager leads the project management team, whereas a team leader leads a technical team and reports to the project manager

Specific Outcomes and Assessment Criteria

Specific Outcome 1 – Demonstrate an understanding of working as a member of a team

Assessment Criteria

· Criteria and behaviours conducive to working as a member of a team are identified and explained with practical examples

· Team interfaces are described and the roles explained with actual examples.  Range includes but not limited to customer/client, sponsor, project manager, project management team, project team and other stakeholders

· Disruptive behaviours to team performance are identified and explained with examples of the consequences 

Specific Outcome 2 - Collaborate with other team members to improve performance.

Assessment Criteria

· The importance of consultation and joint decision-making is explained with examples of how this affects team performance.

· Other team members are consulted for ideas relating to project work and joint decisions are made according to team needs.

· Other team members are worked with in order to achieve project objectives. 

· Constructive, non-disruptive behaviours and how others are influenced positively are provided, described and explained with examples  Constructive, non-disruptive behaviours may include showing sensitivity, grasping others perspectives, being attentive, showing interest, showing positive attitude, positive reinforcement

· Situations that are a cause of conflict in a group are identified and a plan is made to minimise their negative effect on the team and project objectives.

Specific Outcome 3 - Participate in building relations between team members and other stakeholders. 

Assessment Criteria

· The importance of building relations between team members and stakeholders is explained with examples.

· Project stakeholders are identified and their needs are explained in terms of team work.

· Instances of building relations between team members and stakeholders are documented and implemented according to procedures.

· The importance or honouring commitments to stakeholder is explained with practical examples.

· Methods and techniques for building team coherence and spirit are identified and explained with practical examples
· Feedback is provided on an ongoing basis which leads to constructive and productive working relationships
Specific Outcome 4 - Respect personal, ethical, religious and cultural differences to enhance interaction between team members.

Assessment Criteria

· The differences between team members are identified and explained with examples.

· The importance, of showing respect to each other is explained with examples 

· Behaviours that are of concern to individuals are discussed promptly and openly with those involved.

· Examples are given of how own behaviour is modified and changed to support other team member`s feelings and needs.

Specific Outcome 5 - Use a variety of strategies to deal with potential or actual conflict in a project team.

Assessment Criteria

· The kinds of conflict that could arise in a project team are identified and strategies to deal with issues in a team are demonstrated in role-play situations or through discussion.

· Strategies for creating a positive working environment for a project team are explored and an indication is given of the role of the team leader/project manager in creating a positive work environment.

· Situations that hamper efficiency in a project team are identified and suggestions are made to improve these situations.

· Support systems available to the project team are identified and an indication is given of the learner`s own role in being supportive and using a support system.

Unit Standard Essential Embedded Knowledge

· Behaviours that contribute to exercising ethnic and cultural norms, empathy and self-control
· The principles and methods for communicating with team members
· The methods and techniques of how people work in teams and groups
· The mechanisms for exercising tolerance, empathy and self-control
· Behaviours that contribute to successfully effective and high performing teams.
· Conflict management within a team
· Diversity and cultural matters as related to teamwork.

Critical Cross-field Outcomes (CCFO)

· Identify and solve problems, which will have a negative effect on the coherence, spirit and image of the team
· Work effectively with others to create a cohesive team, with spirit, through applicable behaviours and by treating others with respect
· Organise and manage oneself and ones activities to maintain autonomy and at the same time to collaborate with others while exercising self-control
· Collect, analyse, organise and critically evaluate information concerning aspects that might affect the team as a whole
· Communicate effectively with team members to gain their trust and support and enhance the team cohesiveness
· Demonstrate and understanding of the world as a set of related systems whereby team cohesiveness and spirit impacts on team output and image
· In order to contribute to the full personal development of each leaner 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 to enhance team work.
WORKING AS A TEAM MEMBER

Outcome 

Working as a contributing team member on any size project when not the leader. 

Assessment criteria

· Criteria and behaviours conducive to working as a member of a team are identified and explained with practical examples. 

· Team interfaces are described and the roles explained with actual examples.  Range includes but not limited to customer/client, sponsor, project manager, project management team, project team and other stakeholders

· Disruptive behaviours to team performance are identified and explained with examples of the consequences

Criteria conducive to working as a team member
The Lesson Of The Geese

Every year, just before winter, the geese in the northern hemisphere fly south for the winter.  They always fly in a V-formation and scientists have discovered the reason why they fly this way.  As each bird flaps its wings, it creates uplift for the bird immediately following.  By flying in a V-formation, the flock adds at least 71% more flying range than if each bird flew on its own. 

When we apply this to teamwork, we can say that people who share a common direction and sense of community can get where they are going quicker and easier  because they are travelling on the thrust of one another.

Whenever a goose falls out of formation, it suddenly feels the drag and resistance of trying to fly alone and it quickly gets back into formation to take advantage of the lifting power of the bird immediately in front.

There is strength, power and safety in numbers when travelling in the same direction as others with whom we share a common goal.

When the goose in the lead gets tired, it rotates back in the formation and another goose flies in front.

It is worthwhile taking turns doing the hard jobs.

The geese from behind honk to encourage those in the front to keep their speed.

We all need to be encouraged with active support and praise.

When a goose gets sick or is wounded and falls out, two geese fall out of the formation and follow it down to help and protect.  They stay with the goose unitl the problem is resolved and then they fly out on their own or with another formation to catch up with their group.

We must stand by each other and help each other in times of need.

(Source: Lussier, RN. 1997, Management: concepts, Applications, Skill Development.  Cincinnati, OH: South Western,pp418-419)

To summarise, when you are working in a team each team member has to commit to the following in order to ensure the team functions effectively: 

· Commit to work together in a team, commit to the goals and purposes of a team, and find your place in the team so that you can also feel you belong.

· Ensure that all team members are travelling in the same direction – working towards the same goals and purposes.

· Take turns doing the hard jobs; it will benefit the team in the long run and therefore also benefit individual team members.

· Encourage, support and praise each other. 

· Stand by each other and help each other in times of need.

Teams are therefore

· United around a common purpose and goal.

· Depend on each other to achieve this purpose and/or goal.

· Structured to work together.

· Empowered to implement decisions.

· Jointly responsible for the outcome of the task.

Pokras, S. (1995) Building High Performing Teams. London: Kogan Page.

Team dynamics

Characteristics Of Effective Teamwork 

Work Toward A Mutual Goal

The team should have a clearly defined purpose.  The purpose should be stated in goals and these goals should be defined clearly, the goals should be measurable and the team should be able to attain the goals.  These goals should be aligned with the vision and mission of the team, which, in turn is aligned with the vision of the department and finally the organisation as a whole.

The goals should be important to each individual team member as well as this will lead to combined efforts to achieve the goal. 

Examples Of Goals

· A production team might have a goal to achieve normal production against a tight deadline.

· Heavy duty vehicle drivers may have a goal regarding accidents or fuel usage and maintenance cost saving to a specific amount.

· The soccer team may have the goal of winning the 2010 Soccer World Cup, and are working towards this goal.

· The church may have a goal to collect a specified amount  by a certain date in order to enlarge the church.

Accept Responsibility

Team members have to take responsibility for their own jobs as well as the achievement of the goal or purpose of the team.  Members support each other so that the objectives and goals can be met by entire team.

There should also be a culture of respect for each other and this is the responsibility of the entire team.

Motivating The Team

[image: image69.wmf]When people are valued and rewarded for their knowledge and skill, they become self-motivating.  Motivation also comes from sharing responsibility.  Team members should always motivate each other through communication, acceptance and support of the team.

When a team successfully achieves it goals, every member in the team is highly motivated.

Team Vision

Every team should have a clear vision and meaningful purpose to which all members work.  This vision should provide direction and guidance under all conditions.

The team vision should support the vision and strategic objectives of the organisation, so the team cannot draw up a vision in isolation.

Once the team has established a clear sense of its own purpose and reason for existence, it can begin to focus on the goals it has to achieve.

Skill levels

The team has the right balance of skills, ability and aspirations.

If we think about a sports team such as Bafana Bafana, the Springboks, or the Proteas, we can see that a team needs a variety of skills.  In the workplace these skills are: technical, interpersonal, and conceptual skills.  Technical skills have to do with the actual work that has to be performed, while interpersonal skills have to do with how team members work together.  Conceptual skills have to do with how members understand and interpret things in the team: the goals, the timelines, the budget, how to achieve the goals, etc.

Communication

· People can and do express themselves honestly and openly.  Conversation about work is the same inside and outside the organisation.  Mistakes are openly faced and used as vehicles for learning and difficult situations are confronted.

· There is a clear agreement about, understanding of objectives and of the roles which the team and its individual members play in achieving them.

· Communication is good, up, down and across the organisation and with the outside world.

Climate

· The team has a clear vision of who they are and what they wish to achieve.

· Team members have taken ownership of the goals and values of the team.

· Informed decision-making takes place.

· Team members accept responsibility for their own feelings.

· Team members are committed to the tasks involved, as well as to other team members.

Flexibility

· The team regularly reviews where it is going, why it needs to go there, and how it is getting there.  If necessary it alters its practices in the light of the review.

· Meetings are productive and stimulating with all participating and feeling ownership of the actions which result from the decisions made.

· Leadership is shared, skills are shared and differences of opinion are settled constructively.

Trust 

Personal relationships are characterised by support and trust, with people helping each other whenever possible.

Relationships 

· Good relationships exist with other teams and departments.

· Manager - subordinate relationships are sound, each helping the other to perform each role better, and the team feels that it is being lead in an appropriate way.

· The team has a learning culture.

Cohesion

Outsiders view of the successful team:

· There is a strong sense of identity in the team.

· There is a sense of eliteness.

· Feeling of joint ownership of the product.

· The enjoyment team members take in working is obvious.

Priorities

The goals and objectives of the team will determine the team priorities.  It is important that team members agree on the priorities of the team and work together to prioritise the work.  The interest and needs of the team to achieve objectives are more important than that of the individual.

Structure

Teams are usually small, consisting of between five and twelve members.  If a team has more than twelve members, the manager should think about breaking the team into two sub-teams

Team member share leadership and responsibility.  Role allocation is important.  A sport team, such as Bafana Bafana, will have players with different personalities and preferences.  A winning team needs a variety of skills: strong forwards, good defenders in the back line, fast attackers and a goalkeeper with safe hands.  You can see that the goal is the performance of the team as a whole and not individual performances by the players.  This can mean that the best attacker is left out of the team because his approach is selfish and individualistic for the team to be successful. Team members can work well together if the manager matches individual preferences to the demands of team work

Formality

Because everyone in the team should get an opportunity to lead the team, teams are usually informal, although the level of formality will depend on the organisation.

All the above means is that work is a happy place to be; people enjoy themselves wherever possible, but this enjoyment is conducive to achievement, not a barrier to it.  People get satisfaction from their working lives and work is one of the places where they meet their needs and aspirations.

Characteristics Of Ineffective Teamwork

It is important to note that poor teamwork has little to do with difficult tasks.

· The team can have the wrong balance in its membership; essential skills are lacking, tasks are continually not accomplished efficiently or effectively. (What is the difference between the two?)

· Poor communication.  When individual team members moan and complain in corridors, lavatories and car parks rather than in meetings with the other team members.

· Unhealthy competition. While competition may be the life-blood of many organisations there is a great difference between the kind of healthy competition where people enjoy the just rewards of their deserved success and others can accept that the best person succeeded, and the kind of unhealthy competition where backbiting, dirty tricks and political infighting are everyday pastimes.  Stop comparing your insides to other people's outsides.  Stop being so concerned with your competitor's progress.

· A good indicator of poor teamwork is simply the expression which the employees wear on their faces.  Effective teamwork breeds happiness.  Is the uninformed visitor in danger of being killed in the rush at clocking off time?

· Unwillingness to participate:  when employees are unwilling to participate in the attaining of the team’s goals and objectives, the team will not function effectively.

· Lack of coordination and commitment.  When inadequate time, resources, effort and money is spent on teamwork training, failure to clarify roles and goals of teams, abandonment of projects under stressful conditions, it can form barriers to effective teamwork.

· Meetings are a key indicator of teamwork.  The main reason for having the meeting is to utilise the collective skills of a group of people whilst working on common problems or opportunities.  Too often meetings don't utilise the skills of the group and are more often occasions for laying down rules rather than utilising the resources of the team.

· The relationships between the team members themselves and with managers is so low that teamwork just cannot get off the ground.  Where there is no trust or where problems are not addressed, then teamwork is unlikely to exist.

· Sometimes poor teamwork results in jobs getting done twice or not at all because:

· No clear understanding of roles within and between the teams exists

· Sometimes although common problems exist people are just not able or willing to get together and work on them.

· The degree to which people help and use one another is another indicator.  Where teamwork does not exist people tend to work in isolation and neither offer nor receive the help of their colleagues.

· Where managers do not trust the team, team members will have little inclination to bond together to form a co-operative team.

· Where team members are physically separated, there can be no immediate reinforcement and little chance of a team culture.

· Team conflict.  Contrary to what we have been taught all our lives, conflict can be good or bad, productive or destructive and can actually lead to the growth of persons as well as relationships.  When conflict leads to bad results, it impacts negatively on the tea.

· Where team members are involved in too many other teams at the same time, they lose track of all the human interactions involved.  People cannot spend all their time changing gears.

· Spending valuable time on excessive planning.

· Even the suspicion of sabotage can undermine team efforts.  The saboteurs are ingenious in their efforts to derail their teams.  They give incorrect information. They challenge the information given by the team members.  Saboteurs rearrange their team's focus and waste time by creating distractions and making irrelevant comments.

It should be noted that it is not necessary for negativity for a team to actually have a saboteur.  The deciding factor is the amount of time and energy a team spends dealing with the mere idea of a saboteur in its midst.  Teams that are most concerned with saboteurs always lose.  

Behaviours conducive to working in a team

To be a member of a successful team, the team member must commit:

· To want to be a Team Player. 
· To serve and support.

· To think creatively.

· To perform to the best of his / her ability.

· To achieve expectations, mutually agreed with the manager (these expectations need to be contracted with your manager).

· Support colleagues.

· To serve the customer.

· To take others by pleasant surprise.

· To manage his / her manager.

· Attitude: “two men looked through the prison bars, one saw the mud and the other saw the stars”.  In other words, change your attitude to a positive attitude rather than a negative one.  What can you do to make the team effective?

· Taking responsibility for your own work and responsibilities and also to help a colleague who is battling with his/her tasks.

· Avoid gossip:  e.g. “Have you heard that Fred’s having an affair with ...?”

· Do not carry baggage e.g. “I’m so mad with Mary, she ignored me three weeks ago”.  You are part of a team.  If you have a problem with Mary, talk to her about it, solve the problem and get on with the important business of making the team work.

· Love yourself e.g. “I am great”.  It is important that you believe in yourself and your capabilities.

· Find something to love in others e.g. “I love the way John’s nose wrinkles when he laughs”.  Nobody is just bad, there is good and bad in everyone.

· If you want your team to trust you always tell the truth.

You can only build a TEAM when the team players have developed relationships with themselves.

Remember the lesson of the geese:

· Commit to work together in a team, commit to the goals and purposes of a team, and find your place in the team so that you can also feel you belong.

· Ensure that all team members are travelling in the same direction – working towards the same goals and purposes.

· Take turns doing the hard jobs; it will benefit the team in the long run and therefore also benefit individual team members.

· Encourage, support and praise each other. 

· Stand by each other and help each other in times of need.

Team roles

This refers to the interacting forces within a small group of people and causes them to act the way they do. Let us look at some of the roles people play.

Team task roles

In a meeting the function of the group is to select, analyse and solve common problems. Each member of the group may play one or several roles in order to help the group achieve its objective.

	Initiator-contributor
	Suggests to group new ideas, new group goals, or new definition of problem; proposes new procedures, ways of handling some difficulty or forms of organisation.

	Information seeker
	Asks for clarification of suggestions in terms of factual accuracy; seeks information and facts relevant to problem.

	Opinion seeker
	Asks not for facts but for clarification of the values pertinent to what the group is undertaking or involved in the various suggestions.

	Orienter
	Defines the position of the group with respect to its goals; summarises what has happened; points to departures from agreed directions; raises questions upon direction which the group discussion is taking.

	Evaluator-critic
	Subjects the accomplishment of the group to some standard set of standards.

	Energiser
	Prods the group to action or decision; attempts to stimulate or arouse the group to ‘greater’ or higher quality’ activity.

	Procedural technician
	Expedites group movement by doing things for the group, performing routine task, for example distributing materials, rearranging seats, operating tape-recorder.

	Recorder
	Writes down suggestions, makes a record of group decisions; acts as ‘group memory’.


Team building and maintenance roles

The following roles help the members of the group to identify with the group and encourage members to participate fully.

	Encourager
	Praises, agrees with and accepts the contribution of others; indicates warmth and solidarity in his attitude towards other group members; indicates understanding and acceptance of other points of view, ideas and suggestions.

	Harmoniser
	Mediates the differences between other members; attempts to reconcile disagreements, relieves tension in conflict situations through humour, pouring oil on troubled waters, and so on.

	Compromiser
	Operates from within a conflict in which his idea or position is involved.  He may offer compromises by yielding status, admitting his error, by disciplining himself to maintain group harmony or by ‘coming half-way’ in moving along with the group.

	Gatekeeper/expediter
	Attempts to keep communication channels open by encouraging or facilitating the participation of others (We haven’t heard the ideas of Mr X yet), and so on); proposes regulating flow of information, for example limits on length of contributions so all can have a say.

	Standard setter
	Expresses standard for group or applies standard in evaluating the quality of group process.

	Group observer commentator
	Keeps records of various aspects of group process and feeds such data with proposed interpretations into the group’s evaluation of its own procedures.

	Follower
	Goes along with the movement of the group, more or less passively accepting the ideas of others, serving as audience in group discussion and decision making.


Team Interfaces

The team will communicate with several project stakeholders such as:

· Customer/client

· Sponsor

· Project manager

· Project management team

· Project team

· Suppliers

· Other teams

The team leader will usually communicate with the stakeholders, although any team member can be called on to communicate with stakeholders.

Team members will usually also communicate with members of other teams.

Disruptive behaviours

Some differences in levels of participation are a natural outcome of people’s personalities.  The extrovert could dominate any group process and the shy person could withdraw.  We may find that out of every 100 people that there’s at least one difficult person.  So how do you handle the troublemaker?

What not to do:

What you should not do are any of those things that are the most natural and instinctive ways to react.  You should not:

· Be defensive and argue with them

· Preach, lecture or threaten them

· Ignore them

· Criticise them

· Tell them where to go

· Put them down by using ridicule or shame

Unhelpful individual roles

These are used by members of the group to satisfy their own needs. 

They do not help the group to meet its objective and can even destroy the success of the group.

	Aggressor
	Deflates status of others; expresses disapproval of the values, acts or feeling of others; attacks group or the problem it is working on; jokes aggressively; shows envy towards others.

	Blocker
	Tends to be negative and stubbornly resistant; disagrees, opposes without or beyond reason; attempts to maintain or brings back an issue after the group has rejected or by-passed it.

	Recognition-seeker
	Works in various ways to call attention to himself; boasting, reporting on personal achievements, acting in unusual ways or struggling to prevent his being placed in an inferior position.

	Self-confessor
	Uses the audience opportunity which the group setting provides to express personal, non-group oriented ideas, feelings and insights.

	Playboy
	Makes a display of his lack of involvement in the group’s processes, in the form of cynicism, nonchalance, horse play and other less studied forms of ‘out of school’ behaviour.

	Dominator
	Tries to assert authority or superiority in manipulating the group, by for example flattery, asserting superior status or right to attention, giving directions authoritatively or interrupting the contributions of others.

	Help-seeker
	Attempts to call forth ‘sympathy’ response from other members or the whole group through expressions of insecurity, personal confusion or depreciation of himself beyond reason.

	Special interest
	Speaks for the ‘small businessman’ the grass roots’ community, the ‘housewife’, all ‘work people’ and so on, usually cloaking his own prejudice or biases in the stereotype which best fits his individual need.


Dealing with different individuals:

The following are hints on dealing with team members at meetings.  Some of these hints could also help you to deal with the above disruptive behaviours.

The too much and too little participation individuals

The domineering or too talkative person interrupts, goes on and on with their own ideas or experiences, and generally controls what is happening.  Other group members may not be able to participate fully.  Time may run out before everything is completed for that session.  Overly vocal individuals may simply be very enthusiastic and excited about what is happening; what the facilitator needs to do is harness this energy.

To deal with someone who participates too much you could …

· Establish a procedure whereby each person contributes one idea to the topic being discussed and then waits until every other member does the same before contributing again.

· Establish time limits for the discussion.  Ask the team for permission to use more time for this discussion.

· Establish or remind them of guidelines for discussion and participation.

· Assertively interrupt the person who is rambling, ask them to summarise their point quickly so that the others can add their ideas too.  Relate the ideas to the main discussion.

· Empathetically support the dominator’s thoughts, then cut him or her off politely.  Say, “Thank you for giving us all of those ideas.  Let’s hear from the others in the group.”

· At the other end of the spectrum, the withdrawn or silent individual can also cause a problem, because their input is hidden from the group.  It is also difficult to assess what they are getting out of the experience.  Silent individuals may just be nervous about expressing themselves in front of the group.  The facilitator’s job is to draw them out.

To deal with someone who participates too little you could …

· Do some warm-up activities when the team first starts to work together and occasionally thereafter.  This should help even the quieter person to feel more comfortable with the other team members.

· Establish and remind the team of guidelines for participating fully.

· Use a structured process, such as asking each person to contribute something about the topic.  But let them pass if they really don’t want to speak.

· Re-group all quiet people together or a quiet person with a caring person.

· Talk with the shy person privately.  Find out what they are thinking and feeling.  Ask them how they would like to participate.  Ask questions like:

“Are you enjoying the meeting?”

“Are you getting anything out of the meeting?”

“How can the team meet your needs?”

“Is there anything I can do to help you feel more comfortable?”

The avoider

When there are unresolved conflicts, hidden agendas, or tough issues, people who dislike conflict will avoid what they perceive as unpleasant.  However, these conflicts and issues must be addressed if the team is to accomplish its goals.  Some avoiders solve the problem by not even attending the meeting, coming late, changing the subject, or leaving early.

To deal with an avoider you could …

· Not let conflicts remain unresolved.  Keep the group working on problems and tough issues until solutions are found.

· Direct questions to and solicit ideas from the avoider so this person stays involved.

· Talk with him or her privately to find out what’s happening.

The uncooperative person

This person blocks the team’s progress by objecting to ideas with comments that are totally out of line or unreasonable.  Usually they stubbornly defend their position.  They may interrupt a lot.  Like the avoiders, they may come late, leave early, or not come at all.

To deal with someone who is uncooperative you could …

· Incorporate something in the original guidelines that deals with cooperation and interruptions.

· Encourage the uncooperative person to explain the reasons behind his/her objection.  Look for any aspect of the position that supports the team’s ideas so that this person moves closer to the center.

· Refocus their participation by making them either a recorder or process observer.

· Meet the person privately and try to determine what is behind this behaviour.  Explain the importance of cooperation in the team.

· Ask the group to deal with this uncooperative behaviour.

The degrader

Another type of problem person is the degrader, who puts down others’ ideas and suggestions in a joking or condescending way.  This problem must be nipped early on because otherwise members will feel inhibited to participate, out of fear of becoming the degrader’s next victim.

To deal with a degrader you could …

· When your team first gets together, establish your contract and guidelines with them.  These guidelines should include the rule that all ideas will be accepted.  The very first time someone puts another person down, this rule must be enforced.  To maintain the problem person’s self-esteem, you may need to confront them in private.

· Confront the degrader with, “You may have a point, but we need to solve our problem.”

· If two people are degrading, separate them.

· Meet the degrader privately and try to determine what is behind this negative behaviour.  Explain the importance of treating others positively.

· Work with the team sponsor to determine if the degrader should remain on the team.

The turf builder or protector

Some individuals are continually looking for ways to build their own personal turf or to protect what they have.  This kind of person is often insecure and afraid to lose any power or control.  They may not trust the other members of the team.

To deal with a turf builder or protector you could …

· Take sufficient time in the forming stage to hear everyone’s expectations and concerns.

· Provide the person with the opportunity to explain what they know.  They often like to talk about their experiences.

· Meet the person privately to discuss how they will benefit by remaining open to the possibilities of change the team is addressing.  Capitalise on whatever you discover that motivates this person.

The latecomer

This type of person comes late to meetings.  Either you know in advance that they will be late or, worse, they just show up late.  They often disrupt the group’s process by asking about something that has already been discussed.

To deal with a latecomer you could …

· If you know in advance someone will be coming late, decide which team member will fill them in when they arrive.  This is done off to the side so the group goes on with what they were doing.

· If someone arrives late with no advance notice, select a team member who can fill them in when they arrive.  This is done off to the side so the group goes on.

· If the same individual is always late, speak with them privately, explain why it is important to be on time and the impact it has on the team when they are late.  Then give positive feedback when they do come on time.

The side conversationalists

When two people lean over and engage in a private conversation, this can be disconcerting to the facilitator and interrupts the team’s process.  Even more disruptive is when two people (or more) start a second conversation across the table.

To deal with side conversationalists you could …

· Set guidelines and expectations at the beginning of the meeting.

· Stand near the talkers.  Walk behind them and put your hands on their shoulders.

· Stop and ask them a question.

· Stop the meeting and ask those involved in the side conversation to share with the group what they are talking about.  They may only be clarifying what is being discussed or one person may be filling the other in on important background information.

· Stop the meeting and comment that it is difficult for you to hear the discussion or to concentrate on the topic at hand with side conversations occurring.

The whiner or agitator

There are some people who like to complain or whine about problems, past history, or the merit of new ideas.  This behaviour sometimes spills over into agitating others by talking with them on the side to get their support against new ideas.

To deal with a whiner or agitator you could …

· Use the general guideline that for every negative opinion, that person must suggest one solution.

· Confront the person’s behaviour.  Interrupt the whining and ask them to summarise their point in one sentence.

· Give them a job to do, like recording.

· Give positive feedback when they show a positive behaviour.

· If two people are whining, separate them.

The diverter

Some people just can’t stay on the topic.  They love to ask unrelated questions, tell lengthy stories, or dwell on the history of the problem.  This may happen because they, in fact, do know a lot that they think the others need to hear, or they may just like to hear themselves talk.

To deal with a diverter you could …

· Establish guidelines for discussion and participation.  If necessary, remind the diverter of those guidelines.

· Establish time limits for the discussion.

· Change the discussion to a written assignment.

· Cut him or her off politely.

· Assertively interrupt the person who is diverting and ask them to summarise their point quickly so that the others can add their ideas too.  Relate the ideas to the main discussion.

Formative assessment SO1 AC1,3
Individual activity
If you were the team leader, what would you do to increase the effectiveness of the team?  

	

	

	

	

	

	

	

	


Divide into groups in your class and pick a team leader.  Discuss techniques that can be used to establish and maintain positive group dynamics from the leader’s side as well as the member’s side.

	

	

	

	

	

	


Write down the points you have discussed and present them to the rest of the class as a team.  

	

	

	

	

	

	


Group activity

Divide into groups in your class and pick a team leader.  Discuss techniques that can be used to establish and maintain positive group dynamics from the leader’s side as well as the member’s side.

	

	

	

	

	

	


Write down the points you have discussed and present them to the rest of the class as a team.  

	

	

	

	

	

	


Formative Assessment SO1 AC3; SO2, AC5

Group activity conflict
In a group, discuss the conflicts that have occurred in your groups (or work teams) so far this year.

· What was the cause of the conflict?

· How was it resolved?

Discuss conflict in teams at work with your facilitator or a friend or family member who is employed.  Pay specific attention to:

· Causes of conflict

· The resolving of the conflict
CONSULTATION AND JOINT-DECISION MAKING

Outcome 

The importance of consultation and joint decision-making is explained with examples of how this affects team performance

Assessment criteria

· Other team members are consulted for ideas relating to project work and joint decisions are made according to team needs.

· Other team members are worked with in order to achieve project objectives

· Constructive, non-disruptive behaviours and how others are influenced positively are provided, described and explained with examples.  Constructive, non-disruptive behaviours may include showing sensitivity, grasping others perspectives, being attentive, showing interest, showing positive attitude, positive reinforcement
· Situations that are a cause of conflict in a group are identified and a plan is made to minimise their negative effect on the team and project objectives. 

Consult team members

[image: image70.wmf]It makes good sense that a supervisor discusses the goals and objectives with the team.  The supervisor is ultimately responsible for the team’s performance, but that does not mean that he has to be an autocrat and force his own will on his subordinates.  This will only serve to cultivate negativity among team members.

If the team members, on the other hand, have a say in the setting of objectives and making decisions for the team it will inspire them do perform better, as they are now reaching objectives that they helped set in place.  When team members are consulted about issues they feel valued and appreciated.

The following tips can help you in the consultation process:

· Focus on the issues at hand – do not get sidetracked by discussing other matters, those can be discussed at a later meeting.

· Use objective criteria – work towards a solution that is based on principle, rather than pressure.

· Explore options for mutual gain – be creative and imaginative.

· Separate the people from the problem – do not allow personal relationships interfere with the problem at hand.  Be hard on the problem and soft on the people.

· Treat the other person with dignity and respect.

· Clearly and honestly state your position and the reasons for it.

· Let the other parties tell their stories without interrupting or judging.

· Listen with your full attention and try to understand.

· Concede that the other party may be just as sincere as you are, and may be right on some issues.

· Acknowledge that your position may not be totally correct (or even reasonable)

Team Discussions

There are a number of ways to enhance cooperation of team members in the consultation process.

Announce the meeting in advance.  Define the issue to be discussed, and invite participants to come prepared with ideas and possible solutions.

Use a round robin to collect people’s ideas. Go around the room and ask people, one by one, to mention the ideas or solutions they’ve developed.  List them on a flip chart or a blackboard.  During the round robin, there is to be no criticism or evaluation.

Encourage people to discuss the ideas with the group. Once it is on the table, the idea is a group issue, to be dealt with by the group.

Rephrase criticism in a positive way. A frequently negative comment is “we tried that and it didn’t work” A helpful response could be “what’s in this version that wasn’t in the one that we didn’t fly?” or “How have conditions changed to encourage us to retry the ideas?”

Ask for positive remarks from negative people.  When negative comments proliferate, create two columns, “pro” and “con”, on the flip chart. Then ask each person who has made negative comments to put his/her objection in the “con” column, and then something for the “pro” side.  

Set an example by not defending your ideas.  When your idea is criticised, you may feel a protective instinct.  Let others carry the ball.  Remind the team that your idea is a group issue.  If they misunderstand what you’ve proposed, clarify it, but don’t defend.  Others will catch on and emulate your behaviour.

Be tolerant towards the team members, and promote and demonstrate this attitude of tolerance.

Accept decisions made by team members.

Encourage differences of opinion.

Be consistent.  Do not say one thing and do something else.

Trust your team members and encourage them to trust each other.  It is important to note that when team members agree that trust is important, they invariably win.  Teams that try to ignore the issue of trust rarely work.  Trust is like customer relations.  It takes a long time to achieve but it can be destroyed in a few seconds.   Trust cannot be imposed and it only comes through experience some say.  Definition of Trust:  Trust is the belief that words will be translated into action and that others will take your interest into account.

Support your team members and encourage them to support each other.  Support and trust go together for without the one the other cannot exist.  Both can best be achieved where individual members do not feel they have to protect their territory or function, and feel able to talk straight to other team members.  With trust people can talk freely about their fears and problems and receive from others the help which they need to be more effective. 

Do not avoid conflict, address the problem.  Conflict and avoidance in the name of support is like building relationships on sand.  People working together must sense that their shortcomings or mistakes will be accepted along with their strengths and weaknesses, if a healthy supportive climate is to exist.

Work with other team members

To work effectively with other team members, each team member should:

1. Take responsibility for his/her own work.  If you are late with your work, apologise to the other team members and ask for help

2. Be willing to help other team members with their work.  When you see a team member struggling to cope with work and your work load is light, offer to help – this is what effective teams do

3. Accept the decisions made by the team, even if you don’t agree

4. Do your work according to the rules and regulations of the team and the organisation

5. Apply constructive behaviours

6. Be positive every day

7. Do not complain – if there is a problem, discuss it with the other team members

8. Do your best every day

9. Not gossip about other team members.  This is not allowed – gossip hurts people’s feelings and creates a climate of distrust

10. Be willing to take turns doing the hard and difficult jobs

11. Be willing to co-operate fully with the entire project team. Co-operation means working together to share the profits.  This requires that people put the team's objectives before their own and share both the psychological and financial rewards of their efforts.

12. Think about ways of working together as a team and how you can support each other

13. Stop thinking about what other people are doing wrong and look out for what they are doing right

14. Be a professional.  Professional people do not let personal feelings about other people affect their work and their relationships at work.

15. Remember that there is no I in team

16. Get out of his/her comfort zone



Also remember that TEAM stands for:
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Constructive behaviours

The comfort zone
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The outer two circles represent the growth zone. This is where we can go to learn, innovate, experiment and grow. Here we can stretch our comfort zone, try unfamiliar things. The farther we venture, the greater the potential is for learning.

In order to grow we need to spend time beyond the borders of our comfort zone. We have to get used to the sense of newness, the feeling of adventurousness, and the discomfort.

In the outer circles we learn how to:

· Innovate

· Experiment

· Grow

· Stretch the comfort zone

· Try unfamiliar things



WHY?

The reason is that there is not much growth in the comfort zone and not much comfort in the growth zone.

When you move into the growth zone you will hear people say:

· That will never work

· We don’t have the budget

· That’s not the way we do things around here 

· We have rules

· Stay with what has been successful

· The boss will never accept that 

· I don’t want to look silly

· I don’t want to fail

· I don’t want to make a mistake

The above comments are a clear indication of resistance to change.  

As a team member, you have to apply the following constructive behaviours, whether you want things to remain as they are or you want things to change:

Show sensitivity

It takes a lot of guts for people to speak out as most of us are afraid of being ridiculed.  Do not ever make snide comments about other team members’ suggestions and ideas.

Grasp others’ perspectives

Perspective means point of view – a particular way of seeing something. Someone else’s ideas may seem silly to you, but:

· Think about what the other person is saying

· Think about how the idea or suggestion can be made to work

· Think about why the other team member made this suggestion – what is the person’s background, motivation, etc.

· Read between the lines: what does the person actually mean?

As a team member you always have to try and understand what motivates other people.  You also have to try and understand what the other person is trying to say without thinking about how silly the idea is

Be attentive

Close your mouth and open your ears so that you can pay attention to what the other person is thinking.  Beware of letting your attention wander – you will miss key points of the person’s suggestions.

Also pay attention to the work load of the other team members and how they are coping with their work load.  If it looks as though they need help, offer to help them.

Show interest

Be interested in your fellow team members.  They are people who have needs, wants, desires, problems, things that make them happy and things that make them sad, just like you have.

One need that all human beings have is to be accepted by the group.  You can make other team members feel part of the group by showing interest in them and what they have to say.

Show positive attitude

As human beings we tend to see negative things in life – we focus on what is wrong.  Every day, make an effort to

· See good in people – nobody is all bad, we all have some good and some bad in ourselves – you too.  Remember that you expect other people to live with your human faults, so you have to live with theirs as well and you have to do it without resentment or bad feelings.

· Positive things in negative events – what can we learn from a problem?

· Look at your life, your work and your team and look for the good things – what is right and what is going well.  Sometimes we are so focused on negative things, that we forget everything in our lives that is going well.  Try to focus on these positive areas every day.

Apply positive reinforcement

Consider these suggestions on how to give feedback so that it causes the least possible damage:

· Focus on what is good in the person, idea, suggestion, the person’s work, etc.

· Emphasise the positive: determine strengths in the person and develop those, hence building confidence, self esteem, and motivation.

· Focus on the behaviour, not the person.

· Share information and ideas, don't give advice.

· Be specific, not general.

· Explore alternatives, don't give answers or solutions.

· Discuss observations, not inferences.

· Be descriptive, not judgemental.

· Deal with the here and now and not with behaviour in the abstract.

· Remove the effect of weaknesses: Negativity should not be avoided. It should be faced head on, but with tact.

· Identify problems, and with the person develop plans to fix the problems.

· Make your feedback specific – related to behaviour
· Consider your timing, either before the event in the form of advice, or immediately after as constructive (positive) feedback or reinforcement.

· Consider the needs of the person receiving the feedback as well as why you are doing it.  Are you “dumping” or genuinely attempting to improve performance or the relationship.

· Focus on behaviour that can be improved.

· Focus on the problem not the person.

· Define the impact the performance/behaviour has on the team, the business, the individual.

· Use “I” rather than “you” statements to reduce defensiveness.
· Ensure clear communication has occurred.
· Give feedback in a calm way, not allowing emotions to influence your language, tone or body language.

	Positive Feedback
	Negative Feedback

	· Praise the person immediately after the incident has occurred.
· Be sincere.

· Be specific about what he / she did right / well

· Be clear about the effect it has had on you, the team or generally at the workplace.

· Tell the team member how you feel about it. 

· Pause so that the team member may respond.

· Encourage the team member to do more of the same if appropriate.

· End discussion on a warm note.

Golden Rule:

Ensure that positive reinforcement is given to team members timeously (immediately after the praise- worthy action).
	· Do not evaluate the incident, be specific and descriptive about the problem.
· Encourage the team member to self – evaluate the problem.

· Reprimand immediately after the incident has occurred or unacceptable behaviour shown.

· Do not attack the team member’s personality. 

· Do not use threats or intimidatory tactics.

· Do not reprimand in front of others.

· Describe the effect the problem has had either on you, the team, or the workplace in general.

· Solicit commitment from the team member of the need to change the behaviour or resolve the problem.

· Seek a workable solution from the team member and jointly agree on the way forward.
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You also have to be able to receive feedback:

· Listen carefully and clarify, where necessary.

· Welcome the information as an opportunity to learn something.

· Ask for honesty and openness.

· Ask for specific examples.

· Do not argue.

· Do not get defensive.

· Thank the other person for giving you feedback.

· Give a commitment that you will reflect on it and take necessary corrective action.

· Think about it seriously and act thereupon

· Evaluate your reactions to feedback.

Conflict in a group

From what we have said about teams and the responsibilities and duties of team members, it is obvious that conflict can occur easily in teams and groups, since the expectations of team members are high, as are the responsibilities of individual team members.  Conflict can occur when:

· One member feels that s/he is doing more than the others

· A team member does not agree with the decisions made in the group

· Team members gossip about each other

· Team members do not feel part of the decision making process

· Team members do not support each other, etc.

Conflict:

Is inevitable and a reality of life;

· is not a dirty word, and;

· takes place for many reasons and has many forms

Formative Assessment conflict
Group activity
In a group, discuss the conflicts that have occurred in your groups (or work teams) so far this year.

· What was the cause of the conflict?

· How was it resolved?

Discuss conflict in teams at work with your facilitator or a friend or family member who is employed.  Pay specific attention to:

· Causes of conflict

· The resolving of the conflict

BUILD RELATIONS

Outcome 

The importance of building relations between team members and stakeholders is explained with examples
Assessment criteria

· Project stakeholders are identified and their needs are explained in terms of team work.

· Instances of building relations between team members and stakeholders are documented and implemented according to procedures

· The importance or honouring commitments to stakeholder is explained with practical examples

· Methods and techniques for building team coherence and spirit are identified and explained with practical examples

· Feedback is provided on an ongoing basis which leads to constructive and productive working relationships

Build team coherence and spirit

Guidelines for Successful Relationships

· Do not negotiate your integrity

· Remember, pain is not relative

· Be willing to get off your point of view

· Only play games if they have a name

· Take responsibility for whatever you say or do

· Support others without rescuing them

· Separate your perception of the facts from the facts

· Constructively criticise without blaming

· Make sure the dream is more important than the differences

· Tell the truth even if it’s scary

· do things differently to create change

· communicate

· find common ground

· remember loyalty does not exist, it is a by-product of both parties’ needs being met

· work from an ‘I’m OK, you’re OK’ standpoint

· clear, forgive, move on

· remember, there is something to love in everybody

Team Players are Human and they can be Super

Please think about the following…

· Think before you speak

· Do not assume anything:  when you assume, you make an ass out of u and me

· Do not be lazy: take responsibility

· Be discreet: do not gossip

· Do not take anything for granted: thank people when they help you

· Do things properly first time round

· Your space says something about you: be neat and tidy

· Solve the problem

· Don’t take short cuts

· Don’t avoid hard work

· Take pride in what you do

· There is a difference between taking risks and letting yourself down

· Tell the truth

· Ask yourself your intention for wanting to say something

· Pay attention to priorities

· Think ahead

· Remember that ‘funny’ is relative: if the other person does not laugh with you, s/he did not find the joke / comment / action funny

· Avoid anything negative and victim-like in your space

· Be patient

· Have one conversation at a time

· Pain is not relative, pain is pain

· Do not be selfish

· Respect others’ preferences

To be the best Team Player that you can be

There are 3 things:

1. Ongoing Training: Make use of every opportunity to improve your knowledge and skills 

2. Attitude: “two men looked through the prison bars, one saw the mud and the other saw the stars” be positive

3. Take responsibility : make choices to the benefit of the team and do not blame others when things go wrong

To be an effective team, the atmosphere surrounding the team needs to be characterised by an open dialogue in which there is a certain amount of conflict, confrontation and differing points of view to encourage new ideas and patterns of behaviour so that the organisation will not lose its ability to adjust to external competition.

Purpose

· In order for teams to be high performing, all members should understand the purpose and goals of the team.  A clear purpose assists members to know why they are part of the team, how every one fits in to the bigger picture and ensures that the needs and objectives of the individual, team, organisation and tasks are aligned with each other.

· The level of commitment and ownership will be higher the more involved team members are in co-developing the purpose and goals of the team.

· A purpose therefore ensures that every member will be able to recognise the important contributions their actions have to the greater whole, regardless of whether they perceive their roles as ‘important’ or ‘insignificant’.

· If the team has already developed its purpose, but members are not working in synergy, remind all the members of why they are there.  If there is confusion regarding the purpose, clarify the reason for being together and the need to perform the task.  Discuss and clarify the significant contribution that each member has in the successful completion of the task.

· If the discussion is not progressing, remind all the members of the purpose of the task.  Link the key points made by members to the purpose of the task.

Ground Rules

· Establish ground rules to ensure that a conducive environment is created for constructive discussion and effective actions.

· Ground rules should cover the following broad categories:

Values

The values that will govern the team, e.g. trust, honesty, respect, etc.

Processes

How issues will be discussed, how feedback will be given; how the meeting will be chaired; how decisions will be made, etc.

Responsibilities

The roles that people will perform, e.g. chair, scribe, etc. and what is expected of each role; who will take responsibility for the actions arising from the discussions, etc.

Communication

The way in which issues will be discussed, processes to resolve conflict, etc.

Logistics

Time of meetings, venue, length of meeting, etc.

Management Of Ground Rules

What will be the consequences of a member not respecting the ground rules, etc.

Every team member is responsible for:

· Generating ideas, 

· Collecting information

· Giving opinions 

· Making recommendations

Positive working environment

What we can learn from the geese and the other notes about teams and teamwork is that the team leader, as well as individual team members, can create a positive working environment by:

· Ensuring that all the team members share a common direction and sense of community – that they feel as if they belong

· Taking turns doing the hard jobs.

· Encouraging each other with active support and praise.

· Standing by each other and help each other in times of need.

· Realising that we may have different duties but we should all have the same purpose and the same destination

· Making sure that everyone is part of the decision-making process

· Supporting the decisions made by the group, even if we don’t always agree with it

· Commit to work together in a team

· Commit to the goals and purposes of a team 

· Support the team: the members of the team and the goals of the team.

Be accountable for the actions of the team and the accomplishment of the team’s goals

Provide feedback

Regular constructive feedback will result in constructive and productive working relationships.  Refer to a previous section for a full discussion of feedback and reinforcement

Stakeholder Participation

One of the most critical issues in project management is the participation or involvement of key project stakeholders.  If the stakeholders are not involved from the beginning of the project, they may sabotage the implementation of the project or they may not support it.  However, too much stakeholder participation may also become frustrating, time wasting, and destructive.  Therefore, project managers must identify their key stakeholders and plan how to manage them successfully.

The successful management of stakeholder participation includes:

· Identification of all internal and external stakeholders.

· Prioritisation of key stakeholders.

· Analysis of their needs, interests and power base. 

· Deciding on a tactic to involve them constructively.

Example 

Implementation Of A New Performance Management System In A Department

	Stakeholders
	Needs/interests of stakeholders
	Participation tactic

	List of all stakeholders
	Stakeholders

prioritised
	Positive
	Negative
	

	Managers


	
	Want to improve performance of Department.
	Sceptical of another performance management system.

Might not necessarily implement system because so busy working on projects.
	Need to participate in the development of the new performance management system.

Need a special meeting so that concerns can be raised and addressed.

Must be trained to use the system effectively.

Should also understand how the new performance management system is linked to the Department’s strategic objectives.

	Staff


	
	Want to improve performance.

Want to be rewarded and promoted for good performance.
	Might be  resistant to change.

Might be sceptical of another performance management system.
	Deliver a series of workshops explaining the new performance management system and its benefits.

Allow people to voice their concerns in these meetings.

	Union
	
	Will feel that the improved performance will have a positive effect on all staff.
	Might feel that they weren’t consulted sufficiently and derail the implementation process.
	Involve in the development of the performance management system from conception.

Ensure that Union reps are reporting back.


Formative assessment: SO3 AC2
Group activity: stakeholder analysis

· Break-away into learning teams.

· Identify all internal and external stakeholders of a project that you are working on, or the stakeholders of the college / your organisation

· Prioritise stakeholders.

· Identify their positive and negative needs and interests.

· Devise a participation tactic which will lead to constructive involvement.

· Each learning team will present their work.

The format of the table below may assist you in this Formative Assessment.

	Stakeholders
	Needs/interests of stakeholders
	Participation tactic

	List of all stakeholders
	Stakeholders

prioritised
	Positive
	Negative
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Build relationships between stakeholders and team members

When you are involved in a project team, chances are that you will have some contact with stakeholders of the project.  It will therefore be necessary to build good relationships with the stakeholders, for the good of the project team and the project as a whole.
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Be courteous when dealing with stakeholders. Never underestimate the value of common courtesy.  Saying “please” and “thank you” will go a long way towards keeping your customers happy.

Whether a stakeholder is dealing with you or with a colleague, the quality of service he receives should not differ.  He should be able to expect and rely on a high level of service, regardless of who he speaks to.

It is not merely a part of your job to listen to stakeholders.  It is most likely the most important function you have to fulfil.  Communication immediately breaks down when one party to a conversation is not listening.  It will result in the customer repeating his request / information, etc., which will lead to annoyance.

The stakeholder has a right to expect you to listen to his/her problems with the service your organisation is giving.  

Do not say:

· It’s not my job. 

· I only work here, or I am not paid to do that.  

· Come back tomorrow. People like to be helped immediately. Telling them to come back tomorrow will not make friends. 

Do not let stakeholders:

· Deal with more than one person.

· Break promises. Nothing upsets a customer more than a broken promise. This is a sure response to ensure that the customer will lose faith and trust in the company.  Never make a promise unless you can live up to it. 

Do not make excuses.  Excuses tend to break down the relationship. Rather apologise and accept the blame if the complaint is legitimate, but don’t try to rectify the situation by providing handy excuses. 

Honour commitments to stakeholders

It may happen that a stakeholder requires specific information that you possibly cannot supply him with at that time, in which case you will have to make a few inquiries and call him back.  Never be vague in your commitment to call him back, for example:

· “I will call you back towards the end of the week.”

· “I will get back to you sometime later today, or perhaps tomorrow.”

Be as specific as you possibly can. 

· “I will look into the matter and call you back by three o’clock this afternoon.  Would that be a good time to call you?

· “It may take a day or two to find out what happened to your order.  I will talk to the relevant departments and get back to you on Friday.  What would be a good time for me to call?”

Do what you said you would do when you said you would do it.

If you cannot, let them know that you will not meet the deadline and set new deadlines.

Stakeholders are not donkeys and do not want to be treated that way. Keep them informed.

RESPECT DIFFERENCES

Outcome

Respect personal, ethical, religious and cultural differences to enhance interaction between team members

Assessment criteria

· The differences between team members are identified and explained with examples

· The importance, of showing respect to each other is explained with examples

· Behaviours that are of concern to individuals are discussed promptly and openly with those involved

· Examples are given of how own behaviour is modified and changed to support other team member’s feelings and needs

Introduction

When looking at gender awareness, we are actually looking at the differences (and similarities) between the two sexes, how we relate to each other and how diverse we are from each other.  In essence therefore, gender awareness is a prerequisite for the life skills we need in order to manage diversity in both the workplace and in own life.

Let us look at the following definition: 

Gender: - The way in which men and women relate to themselves and each other.

Talking about diversity, let us contemplate the following:

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 below 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.  
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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.

The worldwide shift in demographics, changing immigration patterns and social change are all factors which affect the work and own life environment.

In South Africa it is expected that by 2005 women will make up nearly 40% of the labour force.  These changes mean that organisations and communities must deal with issues such as work-family conflicts, child care, dual-career couples and sexual harassment.  Seven out of ten women in the labour force have children, which means that organisations and communities should take some responsibility for child care.

One issue surrounding gender as a dimension of diversity is the glass ceiling syndrome which refers to the difficulty women have of advancing.  Only a handful of women reach top management positions in organisations.

Marital status is a variable which is adding to the complexity of diversity in organisations.  The challenge for management and for community leadership is to recognise these differences and use it as strength – focus on the abilities!

The increased participation of women in the labour market and economy in general is essential in developing a strong and broad skills base for the economy.  The challenge is to ensure this leads to women's economic empowerment and does not further exacerbate inequalities between women and men.  Ensuring gender equality is a social and constitutional imperative for individuals and business entities alike.

Discrimination

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) ofThe Constitution sets out 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

· 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 organization 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 culture 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.

A lot has been said and learnt about the different 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”.

Can you think of any other groups which share a common identity?

Stereotyping
Stereotyping is an oversimplification of the typical characteristics of a person or thing:

· All blondes are stupid

· Women are stupid

· Women are inferior

· People with red hair have quick tempers, etc.

· All Jews are dishonest

We all tend to do this and it is unjust to stereotype people based on your experiences with one person.  It often happens that you have no personal experience, but because someone else says so you assume this is true.
Why You And Other People Act The Way They Do

Let us now look at why we act the way we do in reacting to diversity.

None of us are borne 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 zenophobia.  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.

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.

Overcoming Our Own Stereotypes And Limitations

If we are going to overcome our own stereotypes and the limitations on the way we think and act, then we have to ask confront some serious issues and determine ways in which we can act differently.

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. 
Remember
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Valuing diversity is not about us feeling guilty about what has happened in the past, but determining that we will operate in an environment of acceptance in the future.

Formative Assessment

Group activity discrimination and stereotyping

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

· Women are...

· Coloureds are...

· Hindi and Tamil Indians are...

· Moslems are...

· Afrikaners are...

· Blacks are...

· Zulus are...

· Vendas and Shangaans are...

· Alcoholics are...

· Unwed teenage mothers are...

· People with AIDS are...

· Young people are...

· Old people are...

· People with mental problems are...

· People who are disfigured are...

· People who are disabled are...

· Farm workers are...

· Managers are...

· Illiterate people are...

· Policemen are...

· Trade Union members and officials are...

· Paghad members are...

· Nigerians are...

· Women who are beaten and raped are...

· Rastafarians are...

Group activity discrimination

In extreme cases, wars are fought because of discrimination.

Can you think of some examples where war or fighting is taking place because of prejudice?  Discuss in your group.

Group activity discrimination

Someone once said: “The discrimination hurts both the victim and the oppressor”.

What do you think they meant by this?  Discuss in your group.

Formative assessment SO4 AC1-4
Individual activity differences

Identify the differences between the member of your team (or learning group) in respect of:

1. Personal differences: 

· How are their points of view different to yours?

· How are their personalities different to yours?

2. Religious differences:

· How do their religious beliefs differ from yours?

3. Cultural differences:

· How do they dress?

· How do they greet each other?

· What cultural beliefs do they have that differ?

4. Why is it important to treat each other with respect?  Think specifically about how you like to be treated, why it is important to you to be treated with respect and why you therefore should treat other people with respect.  Give specific examples, such as how you like people to talk to you or how you like people to greet you, how you feel when someone makes a joke at your expense, etc.

5. What behaviours of team members are of concern to you?  Explain how you would address the behaviour with the specific person.

6. What can you do to be more respectful and tolerant towards your team members?

Formative Assessment SO4 AC1,2,4,5
Individual activity diversity

Note the answers to the following:

· How can we build on our diversity to create a strong company?

· What can we do to learn from each other and about each other so that we rid ourselves of ignorance?

· What can we do to allow everyone to contribute to society?

DEAL WITH CONFLICT

Outcome 

Use a variety of strategies to deal with potential or actual conflict in a project team.

Assessment criteria

· The kinds of conflict that could arise in a project team are identified and strategies to deal with issues in a team are demonstrated in role-play situations or through discussion

· Strategies for creating a positive working environment for a project team are explored and an indication is given of the role of the team leader/project manager in creating a positive work environment

· Situations that hamper efficiency in a project team are identified and suggestions are made to improve these situations

· Support systems available to the project team are identified and an indication is given of the learner’s own role in being supportive and using a support system

COMMUNICATION

Communicate - ..according to the Oxford English Dictionary, it means the “share or exchange of information”.
Since the beginning of time man has communicated with his fellow beings.  This “sharing or exchange of information” may take on many forms and many instruments may be utelised to convey this information.  The reaction to the transfer of information may also vary, depending on a number of factors, which will be discussed later.

Communication is a two way street – information is shared with another party and the other party normally reacts in some way, even if they do absolutely nothing.

A bus driver communicates with other people all the time.  It starts when he receives his instructions about his schedule and route.  He receives information and reacts to this exchange of information by getting into his bus and driving according to schedule.  Upon his return to the depot he communicates information about the route and schedule e.g. road conditions, number of passengers, etc., as well as the condition of his vehicle back to the appropriate authorities.
Along his route he communicates with passengers when they board the bus.  He communicates with the controller and fellow drivers.  In the event of a breakdown he will communicate with the workshop personnel to inform them about the problem.

The most important communication the driver engages in is with other road users. By using warning devices like brake lights, indicators, hazard lights, hand signals (not the one- or two finger kind), he communicates his intentions to his fellow road users.

In the event of the driver NOT communicating his intentions he might cause an accident and have to communicate with the police and ultimately a magistrate.  Avoid communication with these two at all cost!!
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DEFINITION OF COMMUNICATION

“Human communication is the process whereby meaning is created between two or more people.”
(Tubbs & Moss, 1994)

The Communication Process
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Feedback
Communication is the interaction between at least two people, the communicator and the recipient.  There can, however, be more than one recipient, like an audience listening to a speech or watching a movie.

The Communicator 

starts the communication process by conveying a message about what he feels, thinks or believes about a matter that he wishes to share with others.

Message

The message is that which the communicator wishes to convey to others by way of communication and can be used by the communicator to attempt to persuade someone to his way of thinking or it can be an idea, thought or feeling that the communicator wishes to share with others.  This message needs to be communicated in some form, for while the message remains a thought in the communicator’s mind, it cannot be received or interpreted by a recipient.

The Recipient 

receives the message, interprets it and reacts.  This reaction is called feedback.  

feedback

Feedback is not always verbal, but can also be conveyed by means of other reactions e.g. applause after a good performance, joy after receiving good news or even a bloody nose after insulting someone.

The Medium

To quote the trusted Oxford dictionary once again, a medium is ..”a means by which something is communicated or achieved.”   We can divide media into these groups:

· Those used in intrapersonal communication.  As we will see later, this is communication where the communicator and recipient are the same person i.e. yourself.  The medium that carries intrapersonal communication is the nervous system.  It carries information from the senses to the brain.  The brain interprets the information and sends information back to the body to react.

· Those used in interpersonal communication.  This is when there is personal contact between the communicator and the receiver and interaction is immediate and constant.  Examples can include speech, personal or telephonic, listening, looking, sign language, touch, body language, etc.

· The media that carry works of communication.  This includes memos, letters, books, newspapers, magazines, reference manuals, etc. where the information is stored in the form of any of the above.  This information can then be accessed at the receiver’s leisure.  A feature of this form of communication is that there is record of the communication and can be referred to again in future.

· The mechanical and electronic media.  Radio, television, intranet, internet, e-mail, sms’s, etc. are examples of this form of communication.  Once again, there is record of this form of communication.

You need to use the medium of communication best suited for what you are communicating to whom, to be an effective communicator.  When you inform someone of a meeting you send him a memo or e-mail, so that there is record of the communication.  He cannot now say that he was not informed of the meeting. 
Formative assessment communication
Individual activity
In which group(s) would you place the following media of communication?:

· A bus schedule.

· Your company’s annual report.

· A billboard along the road.

· Orange cones in the road to redirect traffic at the scene of an accident.

· A casual conversation with a friend.

· A robot at an intersection.
Forms Of Communication

There are many forms of communication such as personal-, mass-, intercultural- and organisational communication, but for the purposes of this unit standard we will deal with those facets of communication that we are most likely to encounter in the transport industry.

Intrapersonal Communication

Before reacting to a message the recipient thinks about various possibilities in his mind.  He has thus been communicating with himself and this form of communication is called intrapersonal communication.

Think of the bus driver using the indicators to communicate his intensions to fellow road users.  Before he indicates, his senses (eyes) tell him that there is a turnoff ahead.  His knowledge of the route tells him that he needs to turn there.  His experience and driving skills tell him that, in order to turn safely, he has to indicate his intensions.  Remember, the medium which carries the information is the nervous system, and does so at the speed of light.

All this happens within himself and within a very short time, thus intrapersonal communication.  Wow!! – a lot of communication to perform a simple task.

List more examples of intrapersonal communication from your own experience: 

Interpersonal Communication

With this form of communication there is interaction between persons and communication may vary from direct verbal or written instructions to casual conversation to subtle messages, conveyed by means of body language and/or other forms of nonverbal communication.

Interpersonal communication does not necessarily have to involve direct contact to convey a message.  A band playing at a party communicates the spirit of well-being to partygoers by ways of their music.

From the above it is clear that communication can be verbal as well as non-verbal, both of which will be discussed.  It is also important that we deal with the necessary skills to communicate effectively, as well as the barriers to effective communication and how to overcome those barriers.

Verbal Communication

[image: image84.wmf]Much of your emotional state is reflected in the way that you speak.  The tone, pitch, pace- and volume of your voice may determine how a listener will interpret what you are saying.  

By controlling these vocal characteristics you can become a more effective speaker:-
The tone is the sound of your voice e.g. bright or deep, and expresses your feeling or mood.  A bright tone will indicate feelings of excitement, joy, etc. while a deep tone will indicate feelings of placidity or sorrow.

Pitch is determined by the tension on your vocal cords, i.e. how high or low your voice sounds.  Generally you will speak at a high pitch when excited or scared and at a lower pitch when relaxed.  You can often judge a driver’s ability to drive safely by the pitch of his passengers’ conversations (if any).

The pace or speed at which you speak can also be influenced by your emotional state.  When you are telling someone that you have won the Lotto you will talk much faster than when you are telling him that you cannot attend a major sporting event.

You need to adapt the volume of your voice to the environment.  Factors such as:
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being indoors or outdoors, 

· number of listeners in a room, 

· the size of the room, 

· background noise and 

· availability of amplification 

will determine the volume at which you speak.  

The volume of your voice can also indicate whether you are excited or relaxed, angry or friendly.

When communicating with others you must always be aware of these characteristics.

By actively listening to what the other person is saying, and the way in which it is said, you can determine his emotional state and thus prepare yourself as to what you are going to reply and how you are going to do it.

Active Listening

Paying attention and focusing on what the speaker says and comparing that to your own experiences.

Active listening is a skill and is as important as giving orders in obtaining results.

· Give your full attention to what is being said.
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Make sure that you really understand.

· Listen between the lines.

· Look for non-verbal clues.

· Mentally summarise and evaluate objectively.

· Be empathetic.

· Determine whether he expects: guidance, support, motivation, action or silence.

What Makes A Good Listener?

This is actually a question of feedback. Good listeners use a variety of non-verbal and minimal cues to keep the other person talking. These include the use of phrases such as:
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“Yes”

· “I understand”

· “And then what”

· “Tell me more”

· “If I understand you correctly…”

Although the above illustrates how your natural reactions to different states of emotion can influence the manner in which you speak, it must be mentioned that you can intentionally alter some or all of these factors to enhance what you are saying.  

Do not to overdo such variations as this might have exactly the opposite effect on what you are trying to communicate.

When communicating with someone else you must always strive to do it as naturally and evenly as possible.  Be yourself!!

Body Language 

There are many different types of nonverbal communication but for the purpose of this unit standard we are going to deal with nonverbal communication that directly interacts with verbal communication.

When communicating verbally you can express different feelings without even noticing or voicing these feelings.  It is important that you know what these signals are and to be aware that you are also communicating these signals to the people you are communicating with.  Just as important is that you recognise these signals that others communicate to you.

Some of these signals are:

Handshake
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This normally conveys a first impression of the person you are dealing with.  A firm handshake will illustrate confidence and gets the other person’s attention.  Hold on to his hand a little longer than is necessary to keep his attention.  A sloppy handshake, in contrast, can be interpreted as a sign of insincerity and/or laziness.

Eye Contact

Much can be interpreted by eye contact or the lack thereof.  

· Direct eye contact and a friendly expression will indicate openness and honesty.  Always look the other person in the eye and maintain eye contact to show the speaker that you are listening.

· Lack of eye contact can mean that the listener is not paying attention, is bored with what you are saying or is uncomfortable with what you are talking about.  Not making eye contact can also indicate dishonesty and distrust.

Gestures
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It is normal to make hand gestures during conversation to emphasise a point, but there are other gestures that convey your inner feelings without you making them consciously.

These include hand-, foot- and leg activity.  Restless hands or shaking of the legs or feet can be a sign of agitation or nervousness.

Posture

Sitting or standing straight will indicate that the listener is alert and paying attention, while slouching in a chair or leaning against a wall or door is a sign that the listener is not really interested in what is going on.

[image: image90.png]


The abovementioned examples of nonverbal communication should be seen as a guideline only.  Some cultures may interpret these differently e.g. in some cultures direct eye contact may be interpreted as disrespect.

Touch

Be very careful of this one as it can very easily be misinterpreted, especially in a working- or business environment.  A hug and a “high-five” between winning team mates is an expression of victory or celebration, while stroking a secretary’s neck while dictating a letter to her can be seen as sexual harassment.  

Distance 

All of us need personal space and when someone else invades that space we feel uncomfortable and threatened.  Personal space is the distance between yourself and the person you are talking to.

The space between close friends or relatives will be much closer than the space maintained by a company director and a subordinate or opposing parties in an argument.

Determine what personal space is appropriate in a situation and maintain that space.  Never intrude on someone else’s personal space, as this will make the other person feel threatened and distract his attention from what is communicated.

Nonverbal Messages

A nonverbal message can function together with a verbal message in the following ways;-
A nonverbal message reinforces the verbal message by adding to its meaning.  Banging your hand on the table while reprimanding someone conveys a stronger message than words alone and adds emphasis to your statement and captures the listener’s attention.

A nonverbal message can complement a verbal message when it conveys the same meaning.  A greeting in a friendly tone of voice, accompanied by a warm smile will complement your verbal message.

A nonverbal message may substitute the verbal message.  When you arrive home and are irritable and impatient it is not necessary to tell anyone that you had a terrible day at work.  Likewise a passionate hug and kiss will tell your spouse that you love him/her without you having to say it, but for good measure, say it anyway!!

Nonverbal behaviour functions to regulate the flow of verbal interaction.  Slight hand movements, eye contact, tone of voice, nodding of the head and other nonverbal behaviour tells the recipient to talk, repeat a statement, hurry up or finish the conversation.  For example, the chairperson at a meeting uses eye contact or hand gestures instead of words to indicate who’s turn it is to speak.

A nonverbal message can accentuate what is said.  While addressing an audience a speaker may talk louder and wave his finger in the air to stress a point that he is making. Speakers at political meetings are very good at this.

A nonverbal message may contradict the verbal message.  This happens when a speaker says one thing but does another.  A new company executive about to make his first presentation to the board of directors may claim not to be nervous despite his trembling hands and sweating forehead.  Contradictory cues often tell us when someone is being sarcastic or merely teasing.

Adjust Own Tone, Pitch And Volume

It is a fact of life that during interaction with others, at some stage or another there is going to be some sort of conflict.  This may be due to a variety of reasons.

When dealing with any listener it is important to adjust your own tone, pitch and volume of your voice to reply to both verbal and nonverbal messages in such a way so as not to offend the listener in any way.
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A satisfied listener thanking you for going the extra mile will normally speak in a relaxed and friendly manner, using warm tones and speaking at a moderate pitch and pace.  It is easy and pleasant to reply to this listener’s messages as there is no aggression or threatening behaviour from his side and there are not many variations in the verbal and nonverbal messages he is communicating and therefore you can conduct a relaxed conversation.

Dealing with an irate listener is slightly more complicated as he is upset about something and his emotional state can change at any time.  

Such a listener must be handled carefully and considering and using the following simple guidelines can assist you to do this successfully.

· Acknowledge the conflict  – speak in a neutral tone and pitch and beware not to be drawn into a shouting match as this will only serve to aggravate the situation.  DO NOT ARGUE AND DO NOT TELL THE LISTENER NOT TO SHOUT AT YOU!!

· Listen actively – be aware of verbal and nonverbal cues as to the emotional state of the listener.  Talking rapidly at a high pitch and tone, vigorous hand gestures and fidgeting will indicate irritability.

· Reply with empathy – when dealing with an irate listener you don’t fight fire with fire.  Let the listener experience your empathy by speaking calmly even if he is excited.  Do not raise your voice although you might feel irritated yourself.  Allow him to voice all his frustration and be ready with suggestions for a workable solution to the problem.  Keep the discussion issue-orientated and don’t get personal.

Extract the main idea from the communication 

It is essential to have a clear grasp of what the listener’s needs are so that you can address those specific needs and not waste time on irrelevant issues as this can further aggravate your listener.

In order to achieve this you need to create an atmosphere that is conducive to listening.

· Maintain eye contact to indicate sincerity.

· Also use nonverbal cues such as a nod of the head to indicate that you understand what is said.  This will make it easier for the listener to continue and focus on the issues at hand.

· Repeat the main issues to show the listener that you are taking notice of what is said and that you are committed to finding a solution to his problems.

· Focus on these issues and make notes to help you remember them.

· By summarising what the listener said in your own words will indicate to the listener that you are paying attention.  It will also help clarify any misinterpretation of what the listener said and assist you to concentrate by actively involving yourself in the process. 
Formative assessment communication
Group activity
1. Describe the communication process

2. What is meant by interpersonal communication?

3. What is meant by the following terms:

· Tone of voice

· Pitch of voice

· Pace of speech

· Volume of voice

4. Describe Active Listening

5. Why is direct eye contact important when you are talking to someone?

6. You must have watched an argument between two people. Describe their gestures while they were arguing.

7. Describe personal space

8. Give an example of how a non verbal message reinforces a verbal message.

9. Give an example of how a non verbal message can accentuate a verbal message.

We make the following statement in the learner guide:

When dealing with any listener it is important to adjust your own tone, pitch and volume of your voice to reply to both verbal and nonverbal messages in such a way so as not to offend the listener in any way.  

1. Why should you not offend a listener?

2. How would you handle conflict with a listener?

3. How would you ensure that you have a clear grasp of what the listener’s needs are so that you can address those specific needs and not waste time on irrelevant issues as this can further aggravate your listener?

Use Clear Plain Language 

By using the skills discussed previously you now know the emotional state of the listener as well as what the main points of his query is.

It is now important to communicate on his level.  If the listener uses technical language you need to know what he is talking about and reply using technical language.

On the other hand a listener that is not well informed about different technicalities will not grasp technical terms and ideas.  When communicating with this listener you will have once again adapt yourself to his level of thinking and it will probably be necessary to explain certain concepts in your own words in order to assist him in understanding what you are trying to communicate to him.

Likewise it is necessary for you to grasp what he is verbalising in his own words.

Formative assessment communication
Group activity
See if you can unlock the following:

[image: image92.png]



Useful instructions on the imported Aiwa digital padlock.  To unlock, “Please make sure whether all the ‘Press Button’ set up already.  Press your secret number button.  Push the slide button which is underneath this combination lock and press it down.  Then it will be OK.”  To lock, “Press down the curve.  Just push up the back side button is OK.” - Financial Mail - 11 February 2000.
The above instructions are as clear as mud and don’t mean anything – be very careful when you use technical language and supply all relevant information.  (Then you will be OK.)

Use Variation In Tone, Pitch, Volume And Pace 

Now that you know what it means to vary the tone, pitch, volume and pace of the way you speak, you can use these methods to:

· Enhance the meaning of what you are saying to the listener

· Respond appropriately to the listener, even in differing circumstances

You will vary these methods according to the circumstances under which the listener is talking to you:

· If the listener is in a hurry, you will speak faster – enhance the pace – in order to make the listener see that you realise that he is in a hurry.

· If the listener is hard of hearing, you will talk louder of course.

· If the listener is angry, you will speak at a lower pitch and a deeper tone in order to calm the listener down.
In this way, you will vary the way you talk to the listener according to the circumstances.

 Barriers To Effective Communication 

Many barriers to effective communication exist and can be detrimental to effective communication.  Following are a few that have bearing on what is dealt with in this unit standard.

Poor interpersonal skills

Poor interpersonal skills include poor listening and/or sensitivity to nonverbal communication.

We have discussed listening skills and nonverbal communication at length.  When you deal with listeners, you have no excuse for not listening to what the listener is saying or listening to non verbal communication.  It is part of your job and you have to do it.  When a listener is discussing something with you, the listener is entitled to your undivided attention. 
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Always remember:  you cannot listen while you are talking.  In order for you to listen, you have to keep quiet and pay attention.

Failure to identify the needs of the receiver.

This happens when you listen to only part of what the listener is saying and then start jumping to conclusions instead of listening to the listener until he has stopped talking.

Only then can you come to conclusions, which you have to check with the listener anyway, by repeating the issue as you understand it to the listener.

“Am I correct in understanding that you want ….. done” or “As I understand, the problem is …..”

Different cultural backgrounds

Listeners will not always take differences in cultural backgrounds into account, but you have to.  You are not allowed to judge a listener or anyone else you are talking to because their cultural background is different to yours.

When you are dealing with a listener, it is part of your job and your duty to take that person’s cultural background into consideration.  If you don’t know much about that person’s cultural beliefs, you have to make an effort to find out what they are.  This will make future communication with the listener easier.

Lack of intercultural understanding

This is a major problem in our country today.  Unfortunately, when you are dealing with listeners, you have to ensure that you do not suffer from a lack of intercultural understanding.

Messages with too much/little information

Many people find it difficult to express themselves clearly when they are under stress.  They will usually either give you too much or too little information.  

You have to be aware of this, so that you can:

· Focus on the important and relevant issues when a listener gives too much information

· Ensure that you get all the relevant information when a listener gives too little information

“I was mugged, they hit me over the head, there was blood all over the place, I had to go to the hospital to get stitches and my handbag was stolen.”  This is an example of too much information.  You have to find out what the problem is that the listener wants to address.

“My handbag was stolen.”  This is too little information and you have to find out what the issue is that the listener wants resolved.

Irritating mannerisms that prevent people from listening.

When a person is tapping on the desk or tapping a pencil against his teeth the whole time that you or he is talking, or when someone shakes his knee or twitches his shoulder all the time.  

Some people say “You know…” a lot, others say “ah…” all the time while talking.  There are many more examples of irritating mannerisms that you should not adopt while talking to a listener.  When a listener has these mannerisms, however, you have to ensure that they do not distract you from listening to the listener.

Use of insensitive or abusive language by the sender or receiver

This is never acceptable, but can happen when a listener is angry or irritated and perceives that his problem is not going to be addressed properly.

The best way to handle this is to calm the listener down without saying anything about his insensitive or abusive language.

You will find in most instances that the listener will apologise as soon as he can see that his problem is going to be addressed in a way that is satisfactory to him.  The next time this listener is angry and has to deal with you, he will usually not be abusive.

You must always be aware of how you talk to other people in order to ensure that you do not use insensitive or abusive language, as many people stop listening when you talk to them in a way that they don’t like.

When dealing with a listener you must be able to identify these barriers and overcome these barriers by using the skills that you have developed.  You must also ensure that you do not erect barriers to communication by one of the above actions.

Formative assessment barriers to communication
Group activity
1. Name and describe three barriers to effective communication.

2. Give an example of how cultural differences can cause a barrier to communication.

Business Correspondence

There are many forms of business correspondence, however the types most used will be discussed shortly.

Business Letters

Business letters can be formal and informal and are sent to parties outside the business.  Internal correspondence is usually done on a memorandum.

There are many kinds of business letters such as:

· Enquiries and replies.

· Orders and follow-up letters.

· Claims and adjustment letters.

· Employment letters.

· Letters giving information about products and services.

· Letters to the press.

The layout of the letters will all be more or less the same but the style and register will vary depending on the industry and the corporate culture.  Banks, insurance companies and legal firms tend to compose business letters using the formal register, while other companies and industries tend to use a less formal style that is a mix between the formal and informal register.

The Parts Of A Business Letter

Letterhead 

Most businesses these days use letterheads that already have the name, address, telephone and fax numbers as well as the e-mail address printed on the letterhead.  If not, it can be typed or written at the top left, middle or right hand side of the page.

Date line

Directly underneath the address the date is inserted in what is called the date line.  It is better to write the date fully in any of the following formats, depending on the custom in the organisation:

Year, month, day

Day, month, year

Month, day, year

Reference line

It is customary to quote reference numbers and/or initials next, but this may also be stated at the end of the letter.

Our ref XYZ/CK

Your ref BDX/LM

Attention line

If you are writing the letter for someone’s attention, you will quote that person’s name in the next line, which is called the attention line:

Attention Mr/Me …

Inside address

The inside address is quoted on the left hand side and this is of course the address of the receiver of the letter.

Salutation line

Greets the reader and sets the mood or tone of the letter:

Dear Sir/Madam

Or

Dear Mr Brown

Nowadays you can also address the person as follows:

Sir/Madam

Or

Mr Brown

Subject line

The next part of a business letter is called the subject line where you give the reader an indication of what the letter is about and it is usually typed in capital letters or capital and lower case letters that are underlined:

QUOTE FOR EXAMINATION BOOKS

Or

Payments received

The body of the letter

This part contains the entire communication of the letter.

The closing

The tone of the closing should be the same as the tone of the message and the salutation.  Sometimes it will be very formal, depending on who you are writing to and what the tone of the letter is:

Yours faithfully

or

Sincerely yours

It can also be informal, depending on the style and type of letter:

Best regards

Signature

Spaces are left open for the person who has to sign the letter.  Then the person’s name is typed in and the status or position of the person in the organisation:

P Brown

MANAGING DIRECTOR

Enclosures

If you are sending enclosures, you will quote them underneath the signature

Enclosures (4)

Formative assessment business correspondence
Individual activity
In handout 1 you will find an example of a business letter.  On the letter, identify the following:

· Letterhead 

· Date line

· Reference line

· Attention line

· Inside address

· Salutation line

· Subject line

· The body of the letter

· The closing

· Signature

There is an error in the letter – identify the error.
Plan a business letter

A successful business letter is based on clear thinking, a clear and definite purpose and adequate planning.

· You have to read and reread all the correspondence that relate to the letter you want to write so that you can be sure your reply is complete.

· Note the main ideas of the correspondence that relate to the letter you want to write.

· Collect background information to make sure that you are well-informed.

· Sort your ideas and keep only information and ideas that are valid and have bearing on the letter you want to write.

The first sentence of the body of the letter is the introductory sentence and will state (announce) or acknowledge something.  If you plan your introductory sentence carefully, it will attract the attention and interest of the reader.

If you want someone to react favourably to your letter you have to convince them that it is to their advantage to do as you suggest.  To do this, you will adopt the ‘you-attitude or approach’.:

· I am please to tell you…

· In your letter of ….. you asked …

· I have good news …

· Thank you for your interest in …

The message of the letter: This is the middle section of the letter.  Plan your paragraphs carefully and apply the principles of writing good paragraphs.  Use positive words in your body and avoid negative words.  In the following table you will find examples of negative words that you must avoid.

	Inferior
	Stupid

	Unacceptable
	Neglect

	Blame
	Cancel

	No
	Incompetent

	Refuse
	Failure

	Defective
	fault

	ignorant
	biased


For example, when a client complains about something do not say:

“We have received your letter in which you allege that the spare parts have been damaged..”

Rather say: 

“Thank you very much for telling us about the problem you have with the spare parts…”

Select words that are simple, clear and direct.  Avoid fancy, smart and bombastic words that most people don’t understand.  Remember not to use legalese, jargon, slang, etc unless you are sure your reader will understand or unless you have to use technical or legal language.

As soon as you have achieved the purpose of writing the letter, stop writing.  The concluding paragraph in a business letter should convince the reader that he/she is a customer or client of value, it should promote goodwill and contribute to good public relations:

· Please tell us if you need more information.

· We look forward to receiving your instructions.

Memorandum

A memorandum is an informal, written piece of information which is intended to remain within an organisation.  These days the abbreviation memo is used for the short inter-office memorandum.

A memo would also usually be printed on a letterhead and will have a definite layout as required by the organisation.

Handout 2 contains an example of a memo.  The same rules when composing a business letter will apply when you write a memo to someone else in the organisation:

· Plan what you want to say.

· Collect background information.

· Sort your ideas and facts.

· Take care how you construct your paragraphs and sentences.

Memos are not usually signed, unless required by the organisation.

Report

Report is a comprehensive term for written information based on facts and can cover many topics.  A report is an objective, well-structured, written document based on accurate facts with the purpose of conveying specific, useful information to its readers.  A report is unique: no two reports are the same.

In the business world, a report will usually be as a result of something that was investigated or researched, such as the implementing of a new computer system.  The custom in the organisation will determine whether the report is written in the formal or informal register.

Reports usually consist of the following:  (see handout 3)

· A cover page.

· A title page.

· Introduction and statement of the aim of the report, also called the terms of reference.

· A brief summary of the main contents.

· A table of contents.

· Procedure followed during the research or investigation.

· Findings and conclusions as a result of the research or investigation.

· Recommendations based on the research or investigation.

· Bibliography.

Reports are usually long and lengthy documents.  Remember to make use of the following:

· headings

· titles

· subtitles

· paragraphs

· numbers and bullets in your document

· visual aids

Fax

A fax is a method of sending business correspondence via a fax.  Most organisations today have a standardised form for use when sending a fax.  Faxes should usually be signed, since it is a document that represents the organisation and the person sending it.  However, check what the custom in the organisation is before you sign a fax.

See handout 4

Write Effectively

There are many reasons why authors write texts:

· To persuade readers to his/her point of view.  When an author is writing to persuade, he wants you to accept his opinion about issues, policies and situations.

· To inform readers - in SA Computer you will find a lot of articles that inform readers about new developments in Information Technology.  In other magazines you will find fashion articles, articles about healthy eating and fitness, etc.  These articles were all written to inform readers.

· To entertain readers - the short stories found in magazines were written to entertain.  Fables, fairy tales, fictional novels, cartoons, short, funny pieces in magazines were all written to entertain.  The passage in exercise 2 that you had to rewrite in the third person was written to entertain.  It is an extract from a book written by James Herriot called If Only They Could Talk, published by Michael Joseph Publishers in 1970.  The book is a collection of short stories about his experiences as a veterinary surgeon in rural England before World War 2.  The short stories are written in a friendly and light style and are very humorous.  If you want to improve your reading skills, any one of his books is a good place to start.  His books were written for the general public and are easy and fun to read.

Before you start writing your text you have to plan what you are going to write:
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Who will you be writing for your friends and family, the general public, a business document, a newspaper or magazine article, etc?

· In which register will you be writing the text: formal or informal?

· Which writing style will you use - narrative, discursive, expository, etc?

· Will you write in the first person or the third person?

· Determine the research you will do.

· Organise your writing - make sure ideas and facts flow logically.
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Make your writing interesting:

· Use punctuation correctly.

· Use titles, subtitles, headings, contents and index.

· Use an introduction and a conclusion.

· Use visual images and captions with these images.

· Vary the length of your sentences.

· Structure your paragraphs correctly.

· If any action is required, make suggestions about the actions.

· Put ideas forward.

· Use appendices or addenda if required.

Diction:

· Choose words that are familiar and easy to understand.

· Make sure that you are using the correct words.

· Do not use technical language, legalisms, etc. when writing for the general public.  When it is a business document, use of technical terms and jargon will be acceptable.

· Do not use slang or write in dialect unless you are writing to entertain.

Always:

· Be ethical: readers must be able to trust your writing.

· Quote facts and substantiate your facts with evidence so that the readers can believe you.

· Be sensitive to the reader’s point of view, culture, etc.

CONFLICT

Ultimately members of the human race are unable to live with each other without conflict. This tendency towards conflict is an ever-present danger in business and is yet another challenge for the manager.  Individuals experience conflict when their opinions, values, needs or actions are in opposition to others. Teams experience conflict as they learn to work together.

Conflict can lead to more open communication, creative problem solving and enhanced relationships. When not managed effectively it can result in destroyed relationships.

As a team member it is important to accept conflict, see it as an opportunity and manage it in such a way that enhances the competence and commitment of all parties involved.  All parties gain more by co-operation than by conflict. 
Formative assessment SO5 AC1
Individual activity

How would you define conflict?

	

	

	

	


	Conflict occurs when the inner experience of antagonism reflects in overt behaviour designed to frustrate and hinder the other party’s attempt to achieve his or her goals.


Conflict

· Is inevitable and a reality of life;

· Is not a dirty word, and;

· Takes place for many reasons and has many forms.

Formative assessment SO5 AC 2-3
Individual activity

Why do we need to understand conflict and find effective ways of dealing with it?

	

	

	


What are the negative outcomes of conflict?

	

	

	


What are the positive outcomes of conflict?
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Conflict in the workplace used to be perceived as a negative – something to be avoided at all costs. Associated with undesirable behaviour, it was viewed as a characteristic of individuals who could not get along with others, were not team players, or simply did not fit in. The best way to deal with it was to avoid it.

Today, conflict is viewed differently. Organizational experts tell us that conflict is normal and natural. It is viewed as an interpersonal dynamic that when handled well can at least be managed, often resolved, and potentially has very creative results. Today, it is critical that we recognize the importance of dealing with conflict rather than adopting the traditional response of avoiding it.

The differences between people stimulate debate, creativity, solutions to problems and change.  Too little conflict could result in the organisation stagnating.  Too much could result in chaos. What is required is a healthy approach to dealing with conflict.

Nature of conflict

When teams 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 team’s goals jeopardize the other’s, when there is open antagonism between the teams, 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. (See Conflict-Competition Relationships diagram below).
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Causes of conflict

· Overlapping jobs

· Lack of understanding of other people’s jobs
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Lack of discipline

· The ‘my department’ attitude

· Sexist attitudes

· Contradictory assumption

· Violated boundaries

· Unmet expectations

· Power struggles

· Incompatible goals

· Unhealed emotional scars

· Lack of trust

· Unshared information 

· What obstacles block resolution

· Differences in interpretations

· The aggressive or competitive behaviour of human beings

· Frustration

· Competition for limited resources

· The introduction of change

· Drives for power

· Clashes between values (principles) and interests (preferences)

· Cultural influences/norms

· Misinformation, assumptions and expectations

· Role and status issues

· Goals/means/end clashes

Formative assessment SO1 AC1
Individual activity causes of conflict

Can you think of any more examples? 

	

	

	

	


What is your style? Describe how you typically deal with conflict.

	

	

	

	


Conflict is constructive when it: 
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Opens up and clarifies important issues and helps to solve them

· Involves people in resolving issues important to them

· Increases involvement of individuals in important issues

· Makes communication more authentic

· Releases pentup emotion, stress or anxiety

· Helps build group cohesiveness 

· Helps individual growth, provided there is reflection on the conflict

· Results in solutions to problems

· Causes positive and open communication

· Helps release emotion, anxiety, and stress

· Builds understanding among people though learning more about each other

· Involves people in resolving the conflict

· Helps individuals develop understanding and skills

Conflict is destructive when it:

· Diverts energy away from important work or other issues

· Destroys morale or self-concept

· Polarises groups, thereby rducing co-operation

· Deepens differences in values

· Produces violence or name-calling

We are all conditioned as children to handle conflict and anger in particular ways according to our culture, but through reflection and discussion we can modify our patterns of behaviour and learn to respond less automatically. 

To work well in a team or in the workplace, you will need 'to develop your own relaxed ability to tolerate stress. Helping resentful people to listen to one another requires that you handle your own feelings of conflict objectively, and with great discretion. 

Sources of conflict 

There are two types of conflict in the workplace:

· Interpersonal

· Organizational

Interpersonal Conflict

Most of the differences you encounter are interpersonally based. Interpersonal conflict occurs when you perceive a situation differently from the way someone else does.
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. 
Formative assessment SO5 AC1-3

Case study group discussion conflict

Consider the following scenario:

Mariette and her colleague Sam are working together on a very important project. The project is practically on schedule but Mariette suggests staying an hour after work to ensure that they meet the stipulated deadline to be ‘on the safe side’. Sam is horrified at her suggestion. He works a full day and sees no reason why he should sacrifice his personal time when the project is practically on schedule. 
Identify the potential conflict in the scenario depicted above.

	

	


What is Mariette’s work value regarding the project?

	

	


What is Sam’s work value regarding the project?

	

	


Formative assessment SO5 AC1-3
Group activity

As a group let us discuss what happens when reality reverses our beliefs leading to the possibility for conflict, even though the issue is not even job related.

· Have you ever managed someone who had more experience than you? Had a higher level of education? Was older than you? Were there any conflicts based on these value differences?

· Did someone who was less experienced ever manage you? Had less education? Was younger than you? Were there any conflicts based on these differences?

· Are you a woman who has managed men? What could the conflicts be based on the difference? 

	

	

	

	

	

	

	

	

	

	

	

	

	

	


Group Formative assessment SO 5 AC1
Group discussion conflict

Can you, as a group, think of any other differences that could occur in the workplace that could result in conflicts?
	

	

	

	


Conflict Management Styles 

There are five basic approaches to managing conflict and two dimensions which influence the approach: Concern for self and concern for others.

	High
	Obliging
	
	Integrating

	Concern for others
	
	Compromising
	

	
	
	
	

	
	
	
	

	
	Avoiding
	
	Dominating

	Low
	
	 Concern for Self
	High


Adapted from A. Rahim’s Organisational Conflict Inventories.
Consulting Psychologists Press, 1983

Integrating

Individuals who choose this style seek an exchange of information. There is a desire to examine differences and reach a solution that is acceptable to all parties. This style is typically associated with problem solving and is effective when issues are complex. The integrating style encourages creative thinking. Developing alternatives is one of the  strength of this style. Its emphasis on both self and others synthesizes information from divergent perspectives.

	Best used when
	

	
	

	
	


Obliging

This management style places a high value on others but a low value on self. This style may reflect an individual’s self-esteem. It is also useful in the deliberate elevation of another person, making them feel better about an issue. The obliging strategy plays down the differences among parties while looking for common ground. The high concern for others causes an individual to satisfy and meet the needs of others, often giving up something of importance to self. This can preserve a relationship when used effectively. By using the obliging style, the manager passively accepts the power of others, buying time to assess situations and survey alternatives.

	Best used when
	

	
	

	
	


Dominating

This style is the opposite of obliging. The emphasis is placed on self. While the obliging individual may neglect his own needs, the dominating style overlooks the needs of others. It is an effective strategy when a quick decision is needed or if a matter lacks importance. This strategy can be reactionary, activated by self-preservation. The dominating style is helpful if there is a lack of knowledge or expertise. The ability to provide expert counsel or address issues comes from this dominating style.

	Best used when
	

	
	

	
	


Avoiding

The avoider does not place a value on either self or others. The negative aspects of the avoiding style include ‘passing the buck’ or sidestepping an issue. A manager using this style will withdraw from the events, leaving others to struggle with the results. When issues are not important, deferring action allows things to cool off – an effective use of avoidance. It is also an effective style when time is needed. This style can be frustrating for others because answers are slow in developing.

	Best used when
	

	
	

	
	


Compromising

This style is depicted in the graphic representation above. It is neither high nor low in concern for others or self. This is a middle-of-the-road orientation. In compromise, everyone has something to give and something to take. The compromise is most effective as a tool when issues are complex or when there is a balance of power. Compromise can be chosen when other methods have failed and both parties are looking for middle ground. Compromise may mean splitting the difference or exchanging concessions. It almost always means all parties give up something in order to attain resolution.

	Best used when
	

	
	

	
	


Consider the following:

· Avoidance is a decision to do nothing. It is clearly not a successful method for achieving a solution to serious basic issues that divide contending parties.

· The obliging person or party tries to accommodate the other party, often repressing his or her own needs or point of view. The method does little to resolve conflict. The underlying problems are left unresolved.

· The dominating party or person uses power tactics and domination. It arouses bitterness in the losing party.

· Compromising reflects a give and take process. It is sometimes the best approach to resolve conflict.

· Integration relies on confrontation and collaboration. Integration requires time and patience, and is in many ways the best way to resolve conflict.

	The outcome of conflict will largely depend on the way people communicate in the process of dealing with the conflict.


Outcomes

Outcomes are what you create

Conflict may produce three distinct outcomes, depending on the approaches taken by the people involved. 

The first situation is termed ‘lose-lose’ (L- L)
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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. 
The second outcome is ‘lose-win’ (L – W)
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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.

Formative assessment
Self assessment conflict
Do you have a win-win philosophy? 

In the list below circle the number that best reflects where you fall on the scale. 10 is high and describes you well. 1 is low and does not describe you at all.

	1
	I always have a win-win attitude
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	2
	I am sensitive to the needs of others
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	3
	I will compromise to solve problems when necessary
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	4
	I am co-operative
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	5
	I understand the importance of the give / get principle in resolving some conflict
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	6
	I understand and accept that conflict can be positive
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	7
	I am willing to research and analyse issues fully
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	8
	Patience is one of my strengths
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	9
	My tolerance for stress is high
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	10
	I am a good active listener
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	11
	Personal attack and ridicule do not unduly bother me
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	12
	I always include the other parties in reaching solutions
	10
	9
	8
	7
	6
	5
	4
	3
	2
	1

	
	Total
	


If you scored 100 or above you have a strong win-win philosophy when it comes to resolving conflict. You recognise what conflict resolution requires and seem willing to be flexible and apply yourself accordingly.
If you scored between 70 – 99, you should do well when resolving conflict situations. There are some characteristics that you need to focus on and develop.

If you scored below 70, go over the items again carefully. Identify those where you scored low and highlight them for personal development areas.

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 clients’ rather than ‘Don’t disappoint the client’)

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

Consider these four questions when determining the approach toward the person with whom you have a conflict.

1. What is the person’s behavioural style when conflict occurs?

2. What is the person’s usual method of handling conflict?

3. What might he or she value in this situation?

4. What should your approach be?

When you are in conflict with those above you in the organisation, you are at the highest level of risk and limited to a certain extent with regard to the approaches that can be taken. 
Managing Conflict Assertively

Assertiveness

Specific areas where assertiveness will help

1. Getting co-operation from others.

2. Stating your real feelings.

3. Explaining your side of the story.

4. Not always getting loaded with more and more work.

5. Finding yourself blamed unfairly.

6. Always losing disagreements or arguments.

7. Always have to check on people.

How can a person become assertive?

Assertiveness training includes the following elements:

· understanding the differences between the submissive, assertive and aggressive styles

· building self-esteem

· developing listening skills

· speaking up for what you believe

· asking for what you want

· stating your limits

· expressing your expectations of others

· knowing how to say “no”

· knowing how to give and receive constructive feedback

· being specific and not vague

· directing constructive criticism at behaviour and not personalities

· an observation of facts rather than labelling

· allowing the receiver to solve his or her problem

· handling criticism without becoming defensive and emotional

· knowing how to express and receive positive feedback

· knowing what you want

· setting goals and developing a plan to accomplish them

Formative assessment

Self-assessment: Am I Assertive?

Identifying and Analysing your Behavioural Preference

The ability to assess yourself rationally is crucial to assertive behaviour.  Please tick the most applicable answer (if you are at all confused – think of yourself in the work environment) and remember to be as honest as possible ….

	Should someone queue-jump in front of me I…

	
	1.
	… feel irritated but do not say a word

	
	2.
	… say something assertively and resume my place

	
	3.
	… stand on the person’s toe / make an audibly scathing remark

	
	4.
	… mumble something sarcastic

	You are eating out and your food arrives cold.  You…

	
	1.
	… eat it without complaining

	
	2.
	… assertively send it back and enjoy a hot meal

	
	3.
	… create a scene

	
	4.
	… leave without paying

	You are in a cinema / theatre and someone in front of you keeps making comments.  You…

	
	1.
	… keep quiet and try and ignore the offender

	
	2.
	… politely tap him / her on the shoulder and ask him / her to please keep quiet

	
	3.
	… give him / her a piece of your mind

	
	4.
	… pass a rude remark / sigh and grunt continuously


	If somebody screams and swears at me, I…

	
	1.
	… take it and tell everybody else except the offender how I feel

	
	2.
	… listen calmly and then assertively put my viewpoint forward

	
	3.
	… scream and shout right back

	
	4.
	… do something like let their car tyres down


	You are extremely busy and an appointment arrives, you…

	
	1.
	… drop what you are doing and attend to the visitor

	
	2.
	… inform the visitor that you will not be long and quickly get to an easy-to-remember place in your work

	
	3.
	… keep the visitor waiting without apology or reason

	
	4.
	… pretend you are not in


	I know that I am sometimes…

	
	1.
	… vague and non-committal

	
	2.
	… polite and to the point

	
	3.
	… blunt and to the bone

	
	4.
	… impossible to ‘pin down’ / understand / place

	When I receive faulty goods from a shop, I…

	
	1.
	… keep them and try and fix them

	
	2.
	… send them back and request either a refund or working goods

	
	3.
	… write a very rude letter to the shop and the newspaper and demand compensation

	
	4.
	… take it to the media

	
	
	


	
	1.
	I would rather lose an argument than upset the other party

	
	2.
	I feel good if I win an argument but not at the cost of the other party’s feelings.  I am often prepared to compromise; “I’ll meet you half way”

	
	3.
	I am quite open about the fact that my need to win arguments is high, regardless of how the other party feels

	
	4.
	My need to win arguments is high, regardless of how the other party feels, but I tend not to admit this

	
	
	

	
	1.
	Whenever there is a conflict situation I take flight

	
	2.
	I participate in relationships with honesty and integrity, viewing conflict as natural; “I care enough to confront”

	
	3.
	Whenever there is a conflict situation I fight

	
	4.
	I am the world’s best manipulator

	
	
	

	
	1.
	My behavioural style is not constant

	
	2.
	I am able to assert myself in all situations

	
	3.
	I say what I like, when I like and to whom I like

	
	4.
	I ‘play games’ with people


	
	1.
	I often deny conflict exists when in fact there is a problem

	
	2.
	I always acknowledge problems

	
	3.
	I often find myself embroiled in arguments 

	
	4.
	I often pretend I don’t have a problem with something and end up gossiping / back stabbing

	
	
	


	
	1.
	I sometimes act like a doormat and let people walk all over me in order to keep the peace

	
	2.
	I stand up for what I believe in

	
	3.
	I often adopt a dogmatic, judgemental and self-righteous attitude; “I am right and you are wrong”

	
	4.
	I sometimes feel too superior for conflict; “it just is not done”, yet I do something covert about it

	
	
	


	
	1.
	I often conform and go along with the group’s beliefs

	
	2.
	I will always put my views forward, separating the people from the problem

	
	3.
	I feel that by being reasonable I will probably end up giving something away

	
	4.
	I often try (in a very subtle way) to get one up on people

	
	
	


	
	1.
	My feelings and emotions are hidden

	
	2.
	I am in tune with my feelings and emotions

	
	3.
	I sometimes express my feelings and emotions by acting irrationally

	
	4.
	I “look like the innocent flower” but am “the serpent under it” – W. Shakespeare


	
	1.
	I never ask for money owing to me

	
	2.
	I always ask for money owing to me and do not feel bad about it

	
	3.
	I make a rude comment like “where the hell is my money?”

	
	4.
	I plan to take revenge on friends / colleague who do not pay money that is owing to me

	
	
	

	
	1.
	I do not like asking people to help me

	
	2.
	I fell I can count on people to co-operate with me

	
	3.
	I demand that people assist me

	
	4.
	I get people to do things for me even though they really don’t want to, i.e. fear motivation

	
	
	

	
	1.
	There are situations in my life which occur where I would really love to speak my mind but I do not

	
	2.
	I speak up about situations as they arise

	
	3.
	I think I create problem situations

	
	4.
	I spend a lot of time brewing and scheming inside and smiling on the outside


No of 1’s = __________________________________________________(NA)

No of 2’s = __________________________________________________(A)

No of 3’s = __________________________________________________(AG)

No of 4’s = __________________________________________________(PA)

My general behaviour can be classified as _____________________________

Formative assessment: behaviour

Group discussion

There are three broad styles of communicating, which don’t necessarily describe a person but their behaviour in specific situations.  Work through the following to describe the various aspects of the communication styles.




	Assertive

	This behaviour is demonstrated verbally by:
	

	This behaviour is shown non-verbally by:

	

	Consequences for the person communicating in this way:
	

	Consequences for others:
	

	Advantages for communicating in this way:
	

	Disadvantages:
	


	Aggressive

	This behaviour is demonstrated verbally by:
	

	This behaviour is shown non-verbally by:

	

	Consequences for the person communicating in this way:
	

	Consequences for others:
	

	Advantages for communicating in this way:
	

	Disadvantages:
	


	Non-Assertive

	This behaviour is demonstrated verbally by:
	

	This behaviour is shown non-verbally by:

	

	Consequences for the person communicating in this way:
	

	Consequences for others:
	

	Advantages for communicating in this way:
	

	Disadvantages:
	


Formative assessment SO5 AC1-3

Case Study group discussion Managing conflict with bosses
Managing conflict with bosses

Thabo Khumalo manages a department of twenty professional staff members. You have worked in this department for three years. Thabo has a reputation for being loud, rude, and obnoxious with all of his employees. In past conflicts, you have tried to put your point across, but to no avail. Your relationship has deteriorated because of these disagreements. You want to remedy the situation, but you are not the non-assertive type. A further problem is that Thabo enjoys giving orders without giving reasons. 

What is Thabo’s probable behavioural style when in conflict?

	


What is his probable method of handling conflict?
	


What might he value in this situation?
	


What would a low-risk approach be? What would the probable results be?
	

	

	


 What would a high-risk approach be? What might this result in? 
	

	

	


Formative assessment conflict
Individual activity 

Please answer the following questions.

Who are you currently experiencing differences with at work? (Consider upper management, peers and/or employees)

	

	

	


What conflicts have you handled well recently? What was the outcome?
	

	

	


What conflict could you have dealt with more effectively? How would this have affected the outcome?
	

	

	



Emotional control

A person who is in control of his feelings is a person who is able to cope with any situation with a certain amount of confidence. 

1. Recognise the importance of control and decide to control your feelings

2. Identify your feelings and acknowledge their existence

3. Accept your feelings, understand why you are experiencing them ask yourself what is the best way to cope

4. There should be a balance between what you think and feel

5. Don’t let your feelings overwhelm you – use them constructively i.e. decide on the best reaction that will lead to a positive consequence

Remember – you are responsible for your feelings nobody can make you experience certain feelings

Allow a conscious thought process between the feeling and your behaviour

Event (someone criticises you)

immediate interpretation/thought (he does not like me / I am not good enough)

feelings (humiliation, feel inferior)

choice (logical thinking, such as “it is not valid criticism.”)

reaction (ignore the criticism or assert yourself)
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How to control emotions

Become aware of your emotions / feelings

· Physical exercise

· Robot technique

	

	STOP
Calm down
Think before you act



	

	THINK
Name the problem
How do you feel?

Formulate positive goals

Think about solutions

What will the consequences be?

	

	DO
Try the best plan



Visualise the lights on a robot. When you find yourself in a situation where you need emotional control you will be able to see the lights in your imagination.

· Rubber band: Put a rubber band around your wrist and “shoot” yourself when you feel yourself loosing control.

· Deep breathing

Dealing with anger

When we get angry or feel certain negative emotions our adrenalin rises like mercury in a thermometer.  When you feel this become aware of your physiology – increase pulse rate, increased volume of breathing, increased perspiration, shaking.

Our body is ready for ‘fight or flight’. Since we can’t physically fight back we have to use this ‘energy’ in more constructive ways.

The increase of oxygenated blood makes you more alert and able to think clearly and quickly.  You need to consciously relax your muscles. If your hands are shaking you could acknowledge it – “I’m so angry I have started to shake.” If you don’t want to point this out place your hands in your lap and breathe deeply – imagine you are exhaling through your fingertips.

Some people respond by crying. If your throat is closing up and tears are inevitable you might want to say something like, “I can feel that I’m going to cry in a minute or two.” Or “Excuse me for a few minutes. I am going outside to calm down.”  Then consciously relax your shoulders, breathe deeply and swallow repeatedly. 

If the other person is angry you might want to declare the high level of tension in the situation and say something like:

· This is difficult for both of us

· This is important to both of us

· I feel …

· This is distressing for both of us

Disarm anger

· Change in venue: The person might feel ‘suffocated’ in the space. By moving to an alternate space some of the emotion might disperse

· Active listening

· Show you want a win-win outcome
General guidelines for dealing with personal conflict

· Keep the conflict simple. Do not let conflict become too serious and accumulate all kinds of secondary baggage. State the misunderstanding or difference of opinion as clearly as possible. Do not use emotional or threatening language or accuse the other person. 

· Ensure you understand the other person’s feelings. Let the other person express their feelings. Identify and validate the feeling by showing empathy. “You feel … because…” or “You are feeling…” Remain I control of your feelings and ensure that you are not affected by the negative feelings. Ask the other person: “What will make you feel better?” Deal with the response and work with the person.

· Ensure that you are understood. Share your feelings, “I feel… because…” Remember to always use “I’” messages not “you” messages (which could feel like an attack).

· Wait a while. If tension is beginning to build up, but you can still put off making a decision, let the issue drop for a while. While waiting, analyse your reasons for your point of view.

· Face the problem together. Do not compete with the other party – try to work on the problem together.

· Do not explain the conflict, describe it. Try not to explain but describe what happened to avoid any misunderstandings. Do not allow competitiveness or justification to enter into your description of the conflict. Focus on the issue or problem and not the person.

· Establish the sources of conflict. Determine what the general sources of the conflict were. 

Action Checklist

1. If conflict exists, do something about it. Festering wounds do not heal themselves by magic.

2. Determine the causes of conflict and remove them.

3. Make sure that people get together, and understand each other and the demands of their jobs.

4. Avoid defending ‘my department’ at all costs. Be prepared to be objective and self-critical.

5. 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. 

The Six – Step model

In addition to the methods suggested previously for managing conflict, the following steps can be used.

The Six-Step Model for resolving differences is helpful in identifying and managing organizational 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 the possibility of a successful conclusion. This model also establishes a format for dealing with future situations.
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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.
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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 analysing 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? 

· Brainstorm possible solutions.

· Identify as many ideas as possible

· Combine ideas and improve them

· Keep visual record of ideas

· Be creative

· Don’t evaluate or criticise until the next step where ideas are discussed.
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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.
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STEP FIVE – Select and agree on the alternative
· Select the most appropriate option
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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.

 

Formative assessment
Individual activity conflict

What organizational conflicts are you currently experiencing where this Six-Step Method could be applied?

	

	

	

	


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.

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. 

Formative assessment
Individual self-assessment: How do you deal with Conflict?

Consider situations in which you find your wishes differing from those of another person.  How do you usually respond to such situations?  Below are 30 pairs of statements describing possible behavioural responses. For each pair, circle the ‘A’ or ‘ B’ statement that is most characteristic of your own behaviour. In many cases, neither the ‘A’ nor the ‘B’ statement may be very typical of your behaviour; but select the response which you would be more likely to use.

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

	
	B
	Rather than negotiate the things on which we disagree, I try to stress those things upon which we both agree.

	2.
	A
	I try to find a compromise solution.

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

	3.
	A
	I am usually firm in pursuing my goals.

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

	4.
	A
	I try to find a compromise solution.

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

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

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

	6.
	A
	I try to avoid creating unpleasantness for myself.

	
	B
	I try to win my position.

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

	
	B
	I give up some points in exchange for others.

	8.
	A
	I am usually firm in pursuing my goals.

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

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

	
	B
	I make some effort to get my way.

	10.
	A
	I am firm in pursuing my goals.

	
	B
	I try to find a compromise solution.

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

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

	12.
	A
	I sometimes avoid taking positions that would create controversy.

	
	B
	I will let the other person have some of their positions if they let me have some of mine.

	13.
	A
	I propose a middle ground.

	
	B
	I press to get my points made.

	14.
	A
	I tell the other person my ideas and ask for theirs.

	
	B
	I try to show the other person the logic and benefits of my position.

	15.
	A

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

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

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

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

	17.
	A
	I am usually firm in pursuing my goals.

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

	18.
	A
	If it makes other people happy, I might let them maintain their views

	
	B
	I will let other people have some of their positions if they let me have some of mine.

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

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

	20.
	A
	I attempt to immediately work through our differences.

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

	21.
	A

	In approaching negotiations, I try to be considerate of the other person’s wishes.

	
	B
	I always lean towards a direct discussion of the problem.

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

	
	B
	I assert my wishes.

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

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

	24.
	A

	If the other’s position seems very important to them I would try to meet their wishes.

	
	B
	I try to get the other person to settle for a compromise.

	25.
	A
	I try to show the other person the logic and benefits of my position.

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

	26.
	A
	I propose a middle ground.

	
	B
	I am nearly always concerned with satisfying all our wishes.

	27.
	A
	I sometimes avoid taking positions that would create controversy.

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

	28.
	A
	I am usually firm in pursuing my goals.

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

	29.
	A
	I propose a middle ground.

	
	B
	I feel that differences are not always worth worrying about.

	30.
	A
	I try not to hurt the other’s feelings.

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


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

	
	Dominating
	Integrating
	Compromising
	Avoiding
	Obliging

	1
	
	
	
	A
	B

	2
	
	B
	A
	
	

	3
	A
	
	
	
	B

	4
	
	
	A
	
	B

	5
	
	A
	
	B
	

	6
	B
	
	
	A
	

	7
	
	
	B
	A
	

	8
	A
	B
	
	
	

	9
	B
	
	
	A
	

	10
	A
	
	B
	
	

	11
	
	A
	
	
	B

	12
	
	
	B
	A
	

	13
	B
	
	A
	
	

	14
	B
	A
	
	
	

	15
	
	
	
	B
	A

	16
	B
	
	
	
	A

	17
	A
	
	
	B
	

	18
	
	
	B
	
	A

	19
	
	A
	
	B
	

	20
	
	A
	B
	
	

	21
	
	B
	
	
	A

	22
	B
	
	A
	
	

	23
	
	A
	
	B
	

	24
	
	
	B
	
	A

	25
	A
	
	
	
	B

	26
	
	B
	A
	
	

	27
	
	
	
	A
	B

	28
	A
	B
	
	
	

	29
	
	
	A
	B
	

	30
	
	B
	
	
	A

	Total number of items circled in each column

            

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Dominating
	                    Integrating      
	Compromising
	Avoiding    
	Obliging




	Conflict Management Action Plan
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	1.
	These are the perceptions that I will have to change if I want to resolve my          conflict constructively.

	
	

	
	

	
	

	
	

	2.
	This is a situation(s) at work where I am going to practise my conflict management skills.

	
	

	
	

	
	

	
	

	3.
	These are my development areas in conflict management that I need to grow in order to strengthen my relationship with the people I am in conflict with

	
	

	
	

	
	

	
	

	4.
	These are the things I want to keep in mind when I am next in a conflict situation

	
	

	
	

	
	

	
	

	5.
	When the other party becomes angry or very emotional I am going to

	
	

	
	

	
	

	
	

	6.
	When I get angry at the other party I am going to

	
	

	
	

	
	

	7.
	I am going to become positively powerful in the following conflict situations

	
	

	
	

	
	

	
	

	8.
	I am going to become positively powerful by

	
	

	
	

	
	

	
	

	9.
	I am going to encourage others to become positively powerful by

	
	

	
	

	
	

	
	


End of section assessments

Formative assessment SO1 AC1-3; SO2 AC1-4; SO3 AC1-6; SO5 AC3

Individual activity

This activity applies to the project that you volunteered for.

· Identify and explain Criteria and behaviours conducive to working as a member of this team, giving examples

· Describe team interfaces and explain the roles of the following with examples:  customer/client, sponsor, project manager, project management team, project team and other stakeholders

· Identify disruptive behaviours in the team and explain the consequences

· Explain the importance of consultation and joint decision-making with examples as they apply to this project team

· Identify Constructive, non-disruptive behaviours in your team and explain how this has a positive influence on the team.  Pay specific attention to: showing sensitivity, grasping others perspectives, being attentive, showing interest, showing positive attitude, positive reinforcement.

· Identify Situations that are a cause of conflict in the group and make a plan to minimise their negative effect on the team and project objectives

· Explain the importance of building relations between team members and stakeholders
· Identify project stakeholders and their needs in terms of teamwork

· Document instances of building relations between team members and stakeholders and implement them according to procedures

· Explain the importance or honouring commitments to stakeholder with examples from the project

· Identify Methods and techniques for building team coherence and spirit, giving examples

· Provide feedback on an ongoing basis so that it leads to constructive and productive working relationships. 
· Identify support systems available to the project team
· Explain what you do to support the team in their efforts.

· Attach the required documentation as well as a recommendation from your team leader about your contribution to the efforts of the team
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Conflict


Group goals in  jeopardy


Open antagonism


Few rules and procedures that regulate behaviour





Competition


Groups strive for same goal


Little or no antagonism


Behaviour governed by   rules and procedures





Goals become extremely important


Antagonism develops


Groups violate Rules and procedures
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Lose








 


Win
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