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Preface

There are  many definitions of leadership but there is little

consensus as to what makes a go od leader. Is it the charisma,
or the above average 1Q or merely their official position?
It is observed that A leader can be the CEO of an

organization, or a first year employee who leads his or her team
to success behind the scenes. A leader might lead through

official authority and power, yet just as often great leaders lead

through inspiration, persuasion and personal connections.

fact, a uthority could be bestowed with rank, but leadership is

always earned. Good leadership s indispensable

organisational success.

So, do leaders do different things? Or do they do things

di fferently? Letds find out.

This structure d training module hopes to take the

participants as well as the trainers on a journey of revelation

about themselves and their co -workers. Without using too much

of theory and technicalities , we build on robust foundations of
research, insights and pract ice of renowned gurus, and have
attempted to deliver a unique learning experience.

There will be games, video shows, at least one movie, lots of

discussions and some guestionnaire for the participants to

respond from time to time. Lectures and other conve

ntional

In

to

PagQ




Structured Training Module: Leadership, Team Building and Performance Enhahncemen

deliveries, though could not be eliminated altogether, have

been minimised.

At the end of the five day course we hope to have made the
participants imbue the vital ethos of leadership in an
interactive and enjoyable module. They will have gained
in sights that will enable them to be come valued and creative

members of any team.

Regional Training Institute, Kolkata thank the Training
Division of the O/o the Comptroller and Auditor General of
India for helping our faculty members with  training,

infrastr  ucture and other resources that enabled us to prepare
this STM. Moreover , we are most grateful for the confidence they

ha ve reposed uponus in asking us to handle this assignment.

Basdece nph

Principal Director
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TrainingStructure
Aim
The training module is aimed at the promotiorieatdership skills oparticipantslt is
also aimed to equip the participants with understanding of Group behaviours and how a

cohesive team could be builBhe rationale behind thendeavours thedevelopment of
effective leaders and participative teams.

Objectives

The objective of the training programmeeisable the participants understand how good
teams can be build and how to be a natural leader.

Methodology

The methodology consists axof the following:
Lecturecumdiscussion

Group Discussion

Management Games

Case Studies

Movies and short clips.
Duration

5 days

Participants

The target participants are the Asst. Audit/Accounts Officers to Sr. Audit/Accounts
Officers.

Essential Requirentd on part of the Facilitator for the course.

The course facilitator must have a grasp of the key concepts that will be discussed. He
must at altime maintain a positive and encouraging demeanour. His style should not be
confrontational or condescendinge will be expected to encourage discussion and
discovery of the key concepts by the participants themselves. He is not to lecture but to
facilitate. He mustreate an atmosphere of trust.

It is important that thefacilitator announces that all questioimea given to the
participants will be retained by them, that the facilitator will not ask any participant about
their results which the participants may share with the class if they feel comfortable. That
all keys will be given to the participants to matkeir own assessment$his will
encourage the participants to respond honestly tajthestionnairesvithout any fear of

being judged.

The facilitator must not allow his personal beliefs and biases into the programme.
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Course Contents

Day | Key Topic Detailed Contents
I(F) Leadership and | Introduction to Leadershjpeadership Styles
Leadership Styles
I(A) Emotional Introduction, OverviewSelt AwarenessCore
Intelligence emotions.Self-regulation Understanding others
[I(F) | Interpersonal Introduction, Analysis of different ego states,
Relations Analysis of Transactions, Strokes and Life Positi
Empathy, Trust, Social Skills & Relationship
Management.
[I(A) | Importance of Introduction to Communication, Flow of
Communication | Communication, Listening, &riers of
Communication, How to overcome barriers of
communication.
[II(F) | Motivation Introduction to motivation. Types of Motivation,
How to motivate team members.
llI(A) | Stress Introduction, Understanding Stress, Causes,
Management Managing Stress
IV(F) | Time Time as a Resource, Identify Important Time
Management Wasters, Individual Time Management Styles,
Techniques for better Time Management.
IV(A) | Group Dynamics | Importance of groups in organization, Interaction
&Team Building | in group, Group Decien Taking, Team Building,
Interaction with the Team, How to build a good
team?
V(F) | Conflict Acknowledging existence of conflict, Ideiying
Management conflict response styles, identifying layers of a
conflict and understanding conflict management
process.
V (A) | Ethical Ethical dilemmagsEthical decison making and

Leadership and
Other Emerging

Issues

ethical theories.
Emerging issues in leadership
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Day | (Forenoon): Introduction to Leadership and
Leadership Styles

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time
Methods

Learning Obijective: Leadership concepts| Game & 60 min

To impart knowledge, sharpe Discussion

skills and orient attitudes ¢
participants so that they a| Exercise of tower
capable of performing better | buildingand Questionnaire | 20min
their roles as leaders based| discussion
the situation.
TP Leadership style | Lecture cum 40 min
Resources required guestionnaire & discussion
f  Projector and computer | Constructiorof

T Flipcharts, marker pens | Personal Leadergh

1 PowerPoint Slides style profiles

1 Tower Building Materials _ _ _ _
Drinking straws ang EXperience sharing Vldeo a_nd 30min
masking tape. discussion

150

Instructor Guide

The tower building exercise if properly conducted, can be a ve@gwerful toolto bring

out participantso6 | eader shi pnergsayddensritsa nd

The TP Leadership Questionnaireshould be administered after the exerciséoafer
building. Required instructions are given on the Questdom, ScoreSheet and
Leadership style, Profile She®ased on the leadership style of individual participants,
discussions as whether any change in their styles is required etc. can be made.

In the first instance, only thequestionnaire will be givento the candidates. The
Instruction and evaluation sheet may be given after all the participants have completed
their response to the questionnaire.

Slides and Lecture:During the initial discussioimportance and primacy of leadership
should behighlighted. The concept of leader and manager should compared and
contrasted. It should be made clear that while categorization of leader&laigeid on
what leaders do or what they are capable of doing best, identificdtieadership styles

is based on how lears perform the tasks of:

(1) Making decisions
(2) Implementing decisions

Show the vide® Ho n . For mer President Shri Abdu
Leader shi p aanddistisstwhat teitsiof@ teé@der the participants observe

in this case @

Now show vided&simon Sinek: How great leaders inspire actiamdend.
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TOWER BUILDING EXERCISE
OVERVIEW
This is an exercise where groups construct a tower made from drinking straws.
AIM OF EXERCISE

To help groups open communication channels and buihd $gérit. It is a good exercise
to run straight after groups have been formed.

PROCEDURE
1 Have members of each group sitting together.

2 Groups are briefed on the objective of the exercisecompetition to build the tallest
tower) and the rules.é. towers must be free standing).

3 Groups are issued with materials.

4 Groups are given 15 minutes to complete the task. Alternatively, groups can be given 5
minutes to plan their tower and 10 minutes build it.

5 When finished, towers are brought to the frointhe classroom for judging.
6 The group with the tallest tower is judged the winner.

7 Debrief students.

MATERIALS REQUIRED

Drinking straws: 30 per group.

Masking tape: 1 roll per group. Rolls can be shared between groups.
Small prize for winning group feasible.

DE-BRIEFING

By the end of the exercise, most group members will now be talking to each other (and
hopefully laughing). It is important to point your observations out to the class. Discuss
how the objective of the exercise was to open commatinit channels and this has been
achieved. The aim for groups is to continue to keep the channels open.

It is also important to point out that this was an icebreaking game and that all groups
performed well . Some peopl maydeoquiéktto blamek e t
other members for not winning.

If time permits, it is good idea to allow groups to discuss the strengths of their effort. The

aim here is to help students focus on th
habit of providig encouragement and continuous improvement. For example groups
should discuss:

U What aspects of the task they completed most successfully?

0 When was At eamwor k0 eg.wheaheadeas waren t h
expanded by other members helped each other, membevelqut
encouragement or gave praise for a good idea)?

U Which aspects might the group change next time?

Pagelo
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You might want to write these questions on the board and have a class discussien after 5
10 minutes.

THINGS TO CONSIDER

Some people take longerthanaothe t o fAwarm upo to workin
important that this is pointed out to all groups before the exercise begins. Members should
not only be paying attention to the task, but also to their fellow group members. Groups
need to make sure thateev yone i s participating (that
member is sitting back, it is important that the other members encourage this person to
Ahave a sayo0 oreg.ddpengethe maskingtapex e r ol e (

Pagé'. 1
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T-P Leadership Questionnaire

Dir ections: The following items describe aspects of leadership behaviour. Respond to
each item according to the way you would most likely act if you were the leader of a work
group. Check whether you would most likely behave in the describedalvagys (A),
frequently (F), occasionally (O), seldom (S), or never (N).

. I would most likely act as the spokesman of the group.

.  would encourage overtime work.

. I would allow members complete freedom in their work.

.  would encarage the use of uniform procedures.

. I would permit the members to use their own judgment in solving problem
. I would stress being ahead of competing groups.

. I would speak as a representative of the group.

. I would needt members for greater effort.

. I would try out my ideas in the group.

. I would let the members do their work the way they think best.
.  would be working hard for a promotion.

. I would tolerate postponement and uncertaimt

. I would speak for the group if there were visitors present.

. I would keep the work moving at a rapid pace.

. ' would turn the members loose on a job and let them go to it.
. I would settle conflicts when they occuttle group.

. I would get swamped by details.

. I would represent the group at outside meetings.

. I would be reluctant to allow the members any freedom of action.
.  would decide what should be done and how it should beedon
. ' would push for increased production.

. I would let some members have authority, which | could keep.
. Things would usually turn out as | predicted.

. I would allow the group a high degree of initiative.

. I wauld assign group members to particular tasks.

.  would be willing to make changes.

. I would ask the group members to work harder.

. ' would trust the group members to exercise good judgment.

.  would schedule the work tme done.

. I would refuse to explain my actions.

. I would persuade others that my ideas are to their advantage.
. I would permit the group to set its own pace.

33. | would urge the group to beat its previous record.

34.1 would act without consulting the group.

35. | would ask that group members follow standard rules and regulations.
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Instructions for Scoring the T_P Leadership Questionnaire

Use the following instructions to determine your score.

1. Circle the item number for items 8, 12, 17, 18, 19, 30, 34, and 35.

2. Writethe number 1 in front of a circled item number if you resporBieseldom) ol
(never) to that item.

3. Alsowrite a number 1 in front of all other item numbers not circled if yopaoreded
A (always) orF (frequently)

4.Circlet he number 16s which you have written
8, 10, 15, 18, 19, 22, 24, 26, 30, 32, 34, and 35.

5. Count t he ci rThidieybur scorefbCencernlfds BeopleRecord the
score in the blank following the lettBrat the bottom of the questionnaire.
6.Count t he un c.iThizid yeul scoreufeneern fot TaskRecord this
number in the blank following the lett&rat the bottom of the questionnaire.

7. Continue to thdProfile Sheebn the next page.

Pagé|.3
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T-P Leadership-Style Profile Sheet

Now, to determine your style of leadership, mark your score o€tmeern for Task
dimension (T) on the leftand arrow below. Next, move to the rigtend arrow andhark
your score on th€oncern for Peopléimension (P). Draw a straight line that intersects

the P and T scores. The point at which that line crosses the shared leadership arrow

indicates your score on that dimension.

SHARED LEADERSHIP RESULTS FROM BALA NCING CONCERN FOR
TASK AND CONCERN FOR PEOPLE

Autocratic Leadership Shared o LaissezFaire Leadership
) 2 Leadership High :
High Productivity Morale High Morale

Pagé|.4




Reading Material for Facilitator and participants.
LEADERSHIP

Leadership is an integral part afanagement and plays a vital role in managerial
operations. If theras any single factor that differentiates between successful and
unsuccessful organizations, it could dmsidered as dynamic and effective leadership.
Perhaps, it would be a valid assuiop to state that thenajor cause of most business
failures would be ineffective leadership. All managers, in a way, are buséaelss,

even though management primarily relies on formal position power to influence people
whereadeadership stems fromsocial influence process. However, management is an
integral component dechnical as well as social processes.

A question which many a novice in Management ask and experts echo is whether
A ManageirLoe aadned 0 are synonymoutshe ed Man a d\e re
same as those of the Leader? Aretthe roles the same? Or, are they different? If they
areiare there or rather @imantiés? Totwhaeextentdor e a $
they differ in direction and/or magnitude?

(@)

Beforeattemptng t o answer the million doll ar qfue
all managerdeaders? It will be prudent to clarify the concepts of leadership and
management.

An extremely simplistic yet profoundly meaningful definition of leadership states it a
thein Phenomenon of one person influencing |t
person orgroups @ er sonsao.

Management has been defined in various ways by different authors. In fact, there exists
almost agmany definitions for management as there authors on the topic. There is
neither the scope nor the neecet@mine the various definitions of management in this
discussion. However, two of them may be conside@e of the earliest universally

accepted definitions of management consideredita he @A pr othiegsdoneof get
through and by peopl eo. One of the modenn
Atphbeocess of ensuring effectiveness and gf

From the above discussion, it is clear theemever one influences the thinking or action

or both ofanother person or a group, he/she is a leader and the phenomenon of leadership
exists. This is so irrespectv@ef what the HAinfluenceo ai ms
foll owers ar e @ iamidotial actividestite phefomenonsngoied is
leadership and the one exhibiting it is a leader. Managers have to influenéepheiro p | e 0
for achieving organizational objectives, which, we assume, to be morally right and legally
straight.

So, all maagers have a leadership role to play. But all that every leader does may not be
very A Ma mahgre allmanhgers are leaders, but all leaders need not necessarily
be managers. It should be remembehad this statement is made considering thesrol

of Al eaderso and A man ag eindvidualavithda manageriawi t h| |
title or acceptance as a leader.

Categories of leaders: Based on the functions they perform, leaders can be classified into:
(i) Entrepreneurial
LO

(i) Administrative and

(iii) Political

Pag




(i) Entrepreneurial Leaders:As the term indicates, these are leaders who build
organizations, thesmstitution builders perform the tasks of initiation and structuring.
They organize the requiraésources and put them in to effectavad efficient use to
create institutions of various sizes, natanel scope eg. Trade unions, hospitals, schools,
colleges, places of worship, cultural organizations etc.

Entrepreneurial leaders are highly motivated-stdfters who can get along reasdypab

well with awide range of people with whom they canragerate and from whom they

can get ceoperation. Thewi | | not be dispirited with s
an answer.

(i) Administrative leadersThese are leaders whose performancebgilit its peak when

they are put irtharge of running organizations they work for the maintenance and growth

of the organizations, theyan, organize, staff, direct and control the organizations which
may be expect edharnda Theyseandurta rightrment deoripy right
positions and that tasks are carried out effective effidiently. They undertake
environmental scanning and do SWOT (Strengths, WeakneSggmrtunities and
Threats) analysis, based on which they define and redefine thémigk their
organizations, set targets and objectives and formulate policies and strategies. They have
a clear ideaf what the organization should be at present and where it should be in the
future.

(i) Political leaders:By A pol i t i ¢ a Intthose avlibecat asGeprasentativese a
or spokesmen dheir groups and strive for the redressal of the grievances of their groups
in general and its memberspnar t i cul ar. Many of them act
very visible normally but appearing dine scene all of a sudden when a problem crops
up, the tackling of which requires their attention. They even leave the scene once the
iIssue has been settled.

Discussion on Leader Categories:

In every individual, all kinds of leadership skills may begent but their relative
concentrations varyThe implication for the top management is that organizational
success depends on allocating tasks rasgonsibilities to individuals based on their
talents and capabilities. The message for the individubai®ne should identify where
his/her predominant leadership skills lie and as far as possible try to seekhadkare

in tune with them. When there is little scope for choosing tasks in accordance with ones
leadershipendowments, developing skills q@red for the tasks at hand become
imperative.

Leadership Styles

Based on Ahowo a | eader performs his/ he

identified, viz.

authoritarian
(i) - autocratic

paternalistic
(ii) - democratic
(ii) - laissez faire (freeein)

The basis for the above classification is two fold, viz.,

Pagé|.6

et




(i) - mode of decision making
(i) - manner of implementation

(i) Autocratic leadership style : As the term suggests, this is a lead&ed style where
followers arereduced to insignifiaace. The autocratic leadership style itself has two
variations, viz., authoritariaand paternalistic.

(a) Authoritarian Leadership Style: The authoritarian leader takes all decisions by
himself/herselfand will try to implement them even resorting to tee of force or
coercion. The authoritariah e a d e r is only concerned abpu
Apeopl eo with wh o nmachievee. If higherkfdlowdrsisuberdinates b e
approach him/her with a problem, they facemplementing the leadersedisions or
carrying out his/her orders, the leader takes the staadh hot bothered about your

,,,,,

problems. You ééééeée expedite and report o]

(b) Paternalistic leadership styld_eaders who exhibit this style assume the parental role
for themselves. They aistake all decisions like the authoritarian leaders, but when it
comes tamplementation they resort to tact and diplomacy rather than force and coercion.
Thepaternalistic leader considers his followers as immature children incapable of making
decisionand needing about the task as well as the people. If subordinates approach a
paternalistic leadewith their problems, they can expect empathic understanding and
consideration. Thpaternalistic leader may be expected to sit with the subordinates to sort
outtheir proablems anldelp them reach or identify solutions.

(i) Democratic leadership stylefhe style of leadership which recognises and respects
every member othe group or team as an individual with capabilities, rights and
responsibilities and a patial contributor to the group processes including task
achievements, is called democratic leadership styteere democratic leadership style is
followed, decision making and implementation are consultatimd participative
processes. It should be appated that the situation is not akin to one, where sag, in
group of100, what 51 people suggest is accepted and the opinions and suggestions of the
remaining 49 are rejected mercilessly. That at best be termed majocracy. Where
democratic leadership stylis practised, one is free to express his/her opinions as
everybodyds opi ni on sthea ard redpdcted. A membeg dgets ant o | e
opportunity to understand why his/her suggestions areanotc e pt ed as t h
decision, even when that is thase. The ultimate group decisiorei¥x er ybody 6s . | W
one had a say in the making of a decision, a high level of commitment neaypé&eted
to be exhibited by the group members for its achievement.

D

(i) Laissez faire or free rein leadership styl&Vhetrer one follows autocracy or
democracy as &adership style, the leader will be performing the basic functions of
providing direction and control the group. The autocratic and democratic leaders differ
only in the manner in which they perform tieecion and control functions. Apart from
this, there are | eadiemsemhentfiodhd®wi m @bl p
style is called ALai s s éehaviowal scienfistsoviho eveh r e e
object to considhlirpdgad hti lse aisdha deabdscr d o e|s
functions of direction and control. However, one may find many in leadgpsBiions
practising this style.

Discussion on Leadership Styles

N~
To decide on the nAbest | emejmeritsdmdmmesiti;qil(ea]c‘) (
each, evaluattheir effectiveness and efficiency and more than anything else, see whethep
o




t hey del i ver tohtevayiausleadeoship stylaseconglusively proves that

there does not e x ilederslipstyle Iftherem)gstedane, it sharld A b e

have proved successful under all circumstances. It caobBerved that different
leadership styles produce the best results under different conditions and circumstances.
That which results in the most favabte and desirable outcome under any particular
circumstancesisther i ght 06 | eadership style in that
depends on his/her ability to identify tfier i ght 6 | eader ship styl
success of the manager depeod his/her ability to identifythér i ght 0 | eader
in any given situation and then exhibit enough flexibility and adaptability to praictite

style.

Sources of Leader Influence on Followers

What provides a leader with the capacity to influefotiewers? Why will subordinates
respond to thénfluence attempts of a leader by doing that the leader intends or wishes
them to do? In other words, whattishe sour ce of the | eaderd
Five distinct sources of leader power oruifhce have

been identified. Any particular leader may have at his or her disposal any combination of
these differensources of power.

1.Reward Power ef er s t o the | eaderods capacity t
leader possessand controlse war ds t hat are valued by su
increases. Rewardsatae ader 6 s di sposal fall into two

recognition and attention asmurces of personal power possessed by the leader as an
individual. In addiion, a leader also usualtpntrols certain organizational rewards, such

as pay raises, promotions and other perquisites. Taressurces of power that depend
upon the | eadero6s position in the organi

2. Coercive powers the flip side of rewardpwer and refers to t he
coerce or punisfollowers. Sources of coercive power also break down into personal and
positional componentd.eaders personally possess coercive power to the extent that
followers experience criticism or lack cecognition from their leader as unpleasant or
punishing. In addition, leaders possess coercive ptwtre extent that their position
permits them to administer organizational sources of punishmentgsul&motion, with
holding of pay increases orifig) to followers.

3. Legitimate powermefer to the power a leader possesses as a result of occupying a
particular position orole in the organization. In every organization, certain types of
requests and directions issuediégders to subordinates afiewed to be legitimate and

valid. Subordinates are obligated to complgh such requests because of the norms,
policies, and procedures accepted as legitimate bynathbers of the organization.
Legitimate power i s cl| e donlintheagarizationcahdiison o
compl etely independent of any of the | ea

4. Expert powerefers to power that a leader possesses as a result of his or her knowledge
and expertiseegarding the tasks to be performed by sulmateis. Subordinates are most
likelytoresponposi ti vely to a | eadero6s attempts
the leader as a competent andpossession of knowledge and information regarding
effective task performance that they themselaek. The possession of expert power by
a leader obviously depends upon the personal characteofties leader (ie., his or her
personal expertise) and is not determined by the formal position tHeatlex occupies

in the organization.

Pagé|.8
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5. Referent power is dependent upon the extent to which subordinates identify with, look
up to and wisto emulate the leader. The more that subordinates admire and identify with
the leaders, the greaterthee ader 6 s ref erent power over
like expert power, is totally dependergon the personal characteristics of the leader and
does not depend di r e organizationgppogitiont he | eader

Current Issues in Leadership

In addition to focusing on the different powers discussed aldeadership researchers
have alsorecently identified a number of new and important issues that deserve our
attention.

Leadership as Mutual Influence

The very term leadership naturally serves to draw our attention to leaders themselves and
focuses ouinterest on the ways in which leaders influence their followers. As a result,
research on leadership has triedinolerstand how different types of leaders and different
types of leader behaviours cause follower to reaadtifferent ways.An important
contribution of recent research on leadership has been to point out thsightetiness

of this view of leadefollower relations. While it is no doubt true that leaders can and do
influence theirfollowers, it is also true that leaders and followers engageténaction

with one another, which necessaiityplies the existence of mutual influence. In other
words, not only is it true that leaders influence followdnst it is equally true that
followers influence leaders.

Constraints on Leadership Behaviour

In thinking about leadership as mutual influence process we are taking in to account the
fact that thebehaviour of subordinates has a casual influence upon the behaviour of the
leader. In other words, leaders dot decide how they are going to behaveatalt
isolation from their subordinates. Leader must selectaaljust their leadership style in

light of how their subordinates are performing and respondinga@&atowledging that

the behaviour of subordinates can influence how leaders behave raisg®stion of

what other factors may be influencing and constraining what leaders do. In fact, it turns
out that leaders arfar from totally free and unencumbered in choosing their leadership
style.

Subordinate Behaviour

As was pointed out in our discussiohleadership as a mutual influence process, the
evidence is quitelear that the performance of subordinates has a critical casual impact
upon that a leader does and how hsta behaves toward followers.

Characteristics of Subordinates

In addition to vhat subordinates do and how they perform, other identifiable traits, or
characteristicsp f subordinates may influence the
behaviour of the subordinates themselVas. example, a leader may behave differently
toward malesand females, older and younger people, and tivithesimilar as opposed

to different personal backgrounds from his or her own.

Characteristics of the Leader

The | eaderdos abilities and personal c¢ch@)
the leaderdoes and how he or she behaves toward subordinates. On the ability side, Ak

relevant knowledge and skilis well as supervisory skills and sensitivities, will have an IS
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important impact. In terms of trait, personalitharacteristics such as assestigss,
dominance, and setfonfidence all have an influence on leaders@paviour.

Leaders Superiors

How leaders treat their subordinates is strongly influenced by how the leaders themselves
are treatedby their own immediate superiors. Superiors seoté s role models for the
leadership behaviour ahdividuals toward their own subordinates and as sources of
rewards and punishments. Leaders wntimediate superiors who preach, practice, and
reward a participative management style, for example, vali&ely to treat their
subordinates in a directive and authoritarian fashion.

Leaders Peers

As in almost all thing, peers have an important influence upon how leaders behave. Peer
pressure has potent homogenizing impact upon leadership behaviour in aninagan.

Other managers in arganisation ar likely to exert both direct and indirect pressure on
individual leaders to behave toward th&ibordinates in a fashion that is consistent with
that practised by other managers at that level iothanisain.

Organizational Policies, Norms and Climate

Some organizations are characterised by a very open, democratic, and participative
management styl&Such an organizational climate and policy ill obviously influence a
leader to behave as a participatmanaer. Very different leadership behaviours would

be expected in an organization characterised by aclkesgd and authoritarian policy of
management.

Nature of Subordinatesi Tasks

The nature of the tasks that subordinates are performing also influeadeshtviour of
leaderstoward subordinates. A very vague and ambiguous task such as developing the
design of a new product froscratch is bound to elicit different types of leadership
behaviour than is a highly structured and routine &sth as producga particular
number of units on an assembly line.

PagQO




Structured Training Module: Leadership, Team Building and Performance Enhahncemen

SLIDES

Slides have been prepared based on the above material.

Leadership

INTRODUCTION TO LEADERSHIP AMD LEADERSHIP STYLES

Leadership Styles

authortarian
1] - entocratic
* patemaltic

[#) - demacratic

(6} - binsaz boive e rein]

Other issues

+ Leadenhip a1 Mutual Influence

roints on Lecdenhip Behaviour

Categories of leaders
(i) Entrepreneurial

(ii) Administrafive and

{iii} Pelitical

Sources of Leader Influence on Followers
« Reward Power

- Coercive power

+ Logitimate power

« Expart power

+ Referent power
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Day | (Afternoon) Introduction to Emotional Intelligence

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time

Methods
Learning Objective: Exercise 5 min
To enable participants f{|
become more sensitive to the Lecture 20 min
own needs and needs of othe
It wi || deep Questionnaird | 10 min
knowledge of how emotion
affect behaviour and usin Distribute
these knowledge il Article 1&2 5 min
developing effetive natural
leadeship skills. Questionnair@ | 10 min
Resources required Video Clip 1&2 | 20min
1 Projector and computer
' Flipcharts, marker pens Movie 110min.
9 PowerPoint Slides

180 min

Instructor Guide

Begin by didQW DOhYOU I iFBEYL NOWéE&E @uesti onnaire
participants to circle their choice. Ask if the participants found it difficult to map their
exact feeling in the exercise sheet.

Now ask the partipants if they have had a day wheathing seem to go rightr that
everything seem to go righdow did they feel about those day&/Py did they thing their
day went in that particular way?

Has it ever happened that someone at work treats you bad, yomuaeeangry or irritated
and when you reach home you lash out at your spouse or some other family member?
Alternately, you were irritated at home but got angry and scolded a subordinate?

Explain different type of Intelligence and introduce the corgeagt Emotional
Intelligenceusing the slides.

Give theQuestionnairel and ask the participants to completégk them to share their
findings only if they so wishes.

DistributeARTICLE T 1,2 & 3

Tell class that throughout the 5 days we will be doing several
Questionnairs/exercises/gamesc.mostof which will help us irselfawareness process.
However, improving ourselves is really in our hands. Interestingly, while cognitive
intelligence remains at the same level during our life titheould be developedver

time and retained.

Give theQuestionnaire 2 and ask the participants to complete it. Telhtitbat this is
part of exercise in seHhwarenessAsk them to share their findings only if they so wishes.
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Now tell the participants that we will see somershtips that will enable us to understand
others. Show the video clips 1 and 2. The video clip 1 tells us about our Gestures and
Body Language and what they convey. The video clip 2 is ddontan Emotions and
Facial Expressionand how to recognise therlso mention that there are 4 additional
Videos that they may watch on their own time.

1. Additional Video 1- Gestures and Body Language Tutorial

2. Additional Video 2- Get People to Like youHow to Win Friends Influence
3. Additional video 3- How to Win an Agument

4. Additional Video 4-Daniel Goleman Explains Emotional Intelligence

After the video clips, announce now we would be seeing the movie. Mention that the
purpose of the movies is to help the participants get an insight as to how natural leaders
achieveobjectives by persuasion, logic and by controlling their own emotions. Also
mention that the participants may try to understand how our emotions often drive their
behaviour.

After movi e di sCharactersianaysitekreka-mafaigad i al 0
Dis t r i RATH T INPROVEMENTO
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Exercise How are you feeling now?

BOOOE

Aggressive Agonized Anxious Apologetic Arrogant Bashful Blissful

& @ S

Cautious Concentrating Confident Curious Demure

Zicle

Detenmined Disappointed Disapproving Dishelieving Disgusted Distasteful Eavesdropping

& @ @ ¢ @

m \
=]
3
2

Ecstatic Enraged Envious Exasperated Exhausted Frusterate

. I

-

~~

Hurt

Hysterical Indifferent Idiotic Innocent Interested Joyful

s e é
==

Lo Lovestruck Meditative Mischievous Negative

BE
@

)
€4
\GHE
g
2
3

Obstinate  Optimistic Pai

@ €

Regretful Relieved Sad Satisfied Shocked Sheepish Smug

5) & 3 )

Surly Surprised Suspicious Sympathetic Thoughtful Undecided  Withdrawn

&)
Q1
@8)
(£
©:

()
B
©
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Emotional Infelligence

INTRODUCTION TO LEADERSHIP AND LEADERSHIP STYLES

Types of Intelligence
Factual Intelligence

This is the person who's a sponge for information and who loves facts. This
person, as Handy states, "...can give animpromptu lecture on the state of
the Romanian economy overdinner. We are envious but offen bored.”

Analytical Intelligence

Intellectual problems, crossword puzzles, etc. are what fums this person on.
They're able to mple:

Ut of It for others. Combining this inteligence with factual infelligence
gives these people a superior edge when it comes to exams. Moreover,
when we use the ferm Infellectual it's this combination to which we're
referring.

Types of Intelligence
Linguisfic Infelligence
Some people lecrm new languages quickly and easily. They master not just

the vocabulary and conjugation. but they leam comrect pronunciation . This
i is not nnected to the first two.

Spatial Intelligence

This is @ very different form because it invelves the ability to see pattemsin
1hings. People who are typically strong in this intelligence include arfists,
mathematicians, designers, and entrepreneurs. There s no correlation
between this type and the first two types, which Is why entrepreneurs, for
example. often do peorly at school.

Types of Intelligence
Musical Intelligence

Those who excel at music, and who are often seen as 'gifted .’ frequently
don't perform wellin factual or analyficalintelligence.

Practical Intelligence
Some people are good at taking things aport and then reassembling them,
enjoying lsaming how things operate. However, they may net be abls to

explain how they do it. They just do It. People who are strong In factual and
analyficalinteligence are offen wedkin his form of infelligence.

Types of Intelligence
Physical Intelligence

This refers to people who demonsirate strong abilitiesat leaming sperts or
activitiessuch as dancing. They have very sirong coordination skills.

Intuitive Inteligence
Some pecple are able to perceive things that others are unable to. The

management literature now recognizes intuition as being a key element of
effective leadership.

Interpersonal Inteligence

This s the abllity to get things done through the involvement of pecple.
People strong In this type are often weak in analytical or factual
infelligence, As Hondly observes: "Without this form of inteligence. great
minds can be wasted."

SLIDES

It was Aristotle who spoke about a rare

ability to be angry with the right person, to

the right degree, at the right time, for the
right purpose and in the right way.

WHAT IS EMOTIONAL INTELLIGENCE?

Origh ined by two US . Peter John Mayer,
i toa e il
express our o i that they work

for us, not against us.
inotherwords Elis about:
> Knowing how you and ofhers feel and what fo do about it

> i feels good and what to get from bad to
good

» Possessi i ensifiv the e

will helpus f

What makes up Emotional Intelligence?

B
e

Compelence

Relationship
Management

Soclal

= Eonpaihy

= Orgunisston smarencss

Can we Improve?

Interestingly, whil remains at th [

duringourlife fime, we can improve ouremofionalinteligence {EQ). It takes fime and
effort, but we can. Thisisbecause the part of our brain that is responsible for Els

constantly moking new connections even as we age.

colleagu el o i isout. In their

study, published in Personali ividual Differences, Delphi colleagues
found thatmembersof the group that received the trairing showed a sigrificant
improvement in theirabiity 1o identify their feefings and the feelings of others, as well as
15 manage and control their emofions. What's more, these improvements were

apparentnot enlyright after the fraining but alsasixmonths later.

RECOGNITION

“Tnfivenee
« Changs oty

+ Derelaping others

©Tospirsonal lacership
Teum butkling & colliborscion
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Questionnaire 1

Emotional intelligence questionnaire

This selfassessment questionnaire is designed to get you thinking about the various
competences of emotionaitelligence as they apply to you.

Dani el Goleman first brought O6emoti onal
book of that name. He found that while the qualities traditionally associated with
leadership such as intelligence, toughness, detatiomand vision are required for
success, they are insufficient. Truly effective leaders are also distinguished by a high
degree of emotional intelligence, which includes:

1 Selfawareness

The ability to recognise what you are feeling, to understand lyabitual emotional
responses to events and to recognise how your emotions affect your behaviour and
performance.

When you are seliware, you see yourself as others see you, and have a good sense of
your own abilities and current limitations.

1 Managing enotions
The ability to stay focused and think clearly even when experiencing powerful emotions.

Being able to manage your own emotional state is essential for taking responsibility for
your actions, and can save you from hasty decisions that you later regre

1 Motivating oneself

The ability to use your deepest emotions to move and guide you towards your goals. This
ability enables you to take the initiative and to persevere in the face of obstacles and
setbacks.

1 Empathy
The ability to sense, understand aadpond to what other people are feeling.

Selfawareness is essential to having empathy with others. If you are not aware of your
own emotions, you will not be able to read the emotions of others.

1 Social Skill
The ability to manage, influence and insg@raotions in others.

Being able to handle emotions in relationships and being able to influence and inspire
others are essential foundation skills for successful teamwork and leadership.

What to do
1. Assess and scomach of the questionnaire's statements.
Score your assessment, using a scale where
I lindicates that the statemeatdes NOT apply at all
1 3indicates that the statemaqplies about half the time
I 5indicates that the statemekitWAY'S applies to you
2. Total and interpret your results

Pa926

I Transfer your scores to the calculation talld total your results.
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Remember, this tool is not a validated psychometric thst answers you give are likely
to vary depending on your mood when you take it.

3. Consider your results and identify one or two actions you can take immediately to
strengthen your emotional intelligence

PagQ 7
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How much does each statement apply to you Mark your score

Read each statement and decide how strongly the statement applies to you Circle the number

Score yourself 1 to 5 based on the following guide. that shows how strongly
1 = Does not apply ~ 3 = Applies hathe time ~ 5 = Always applies the statement applies
1. Irealise immediately when | lose my temper I 2 3 A
2. | can 'reframe' bad situations quickly I 2|3 4
3. |l am able to always motive myself to do difficudsks I 2 3 4
4. | am always able to see things from the other person's viewpoint I ] 3 4
5. lam an excellent listener I 2 3 A
6. | know when | am happy I 7 3 4
7. 1do not wear my ‘heart on my sleeve' I 2 3 4
5. | am usually able to prioritise impaurit activities at work and get on with , ; ; P
them

9. | am excellent at empathising with someone else's problem I 2 3 4
10. | never interrupt other people's conversations ] ) 3 4
11. lusually recognise when | am stressed I 2 3 4
12. Others can rarely lewhat kind of mood | am in ] 7 3 4
13. | always meet deadlines I 2 3 4
14. | can tell if someone is not happy with me ] ) 3 4
15. 1 am good at adapting and mixing with a variety of people I 2 3 4
16. When | am being 'emotional’ | am aware of this ] ) 3 4
17. Ilrarely 'fly off the handle' at other people I 2 3 4
18. | never waste time I Z 3 4
19. Ican tell if a team of people are not getting along with each other I 2 3 4
20. People are the most interesting thing in life for me ] ) 3 4
21. When | feel amaus | usually can account for the reason(s) I 2 3 4
22. Difficult people do not annoy me ] ] 3 4
23. 1do not prevaricate (evade) I 2 3 4
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. How much does each statement apply to you

Read each statement and decide how strongly the statemd@pplies to you.  Circle the number

Score yourself 1 to 5 based on the following guide. that shows how strongly
1 = Does not apply ~ 3 = Applies half the time ~ 5 = Always applies the statement applies
24. | can usually understand why people are beingatiffitowards me | 7 3 f :
25. |love to meet new people and get to know what makes them 'tick’ I y 3
26. | always know when I'm being unreasonable | 7 3
27. | can consciously alter my frame of mind or mood I y 3
28. | believe you should do the diffiauhings first | 7 3
29. Other individuals are not ‘difficult’ just 'different' I 7 3
30. I need a variety of work colleagues to make my job interesting | 2 3
31. Awareness of my own emotions is very important to me at all times I 7 3
32. 1do notlet stressful situations or people affect me once | have left worl 2 3
33. Delayed gratification is a virtue that | hold to I 7 3
34. | can understand if | am being unreasonable | 2 3
35. 1like to ask questions to find out what it is importanpémple I 7 3
36. | can tell if someone has upset or annoyed me | 7 3
37. Irarely worry about work or life in general I 7 3
38. | believe in 'Action this Day' | 7 3
39. I can understand why my actions sometimes offend others I 7 3
40. | see working with difficult people as simply a challenge to win them ov  * 7 3
41. |can let anger 'go’ quickly so that it no longer affects me I 7 3
42. | can suppress my emotions when | need to | 7 3
43. | can always motivate myself even when | feel low I 7 3
44. | can sometimes see things from others' point of view | 7 3
45. | am good at reconciling differences with other people | 7 3
46. | know what makes me happy f 2|3
C

47. Others often do not know how | am feeling about things | 7
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48.

49.

50.

Motivations has been the key to my success
Reasons for disagreements are always clear to me

| generally build solid relationships with those | work with

™)
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Total and interpret your results

1.Recordyour 1, 2, 3, 4, 5 scores ftire questionnaire statements in the grid below. The
grid organises the statements into emotional competency lists.

Self-awareness Managing Motivating oneself Empathy Social Skill
emotions
6 10
12 13 13 14 15
17 18 18 19 20
22 23 23 24 25
27 28 28 29 30
32 33 33 34 35
37 38 38 39 40
42 43 43 44 45
47 48 48 49 50
2. Calculatea total for each of the 5 emotional competencies.
Total = Total = Total = Total = Total =
(SA) (ME) (MO) (E) (SS)
3. Interpret your totals for each area of competency using the following guide.
35-50 Thisareaisa strength for you.
18-34 Giving attention to where you feel you are weakest will pay dividends

- Make this areaa development priority.

4. Recordyour result for each of the emotional competencies: strength, needs attention
or development priority.

5. Consideryour results and identify one or two actions you can take immediately to OQtI
strengthen youemotional intelligence S
@©
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Article 1, 2& 3
What Makes a Leader?

Daniel Goleman

IQ and technical skills aremportant, but emotional intelligence is the sine qua non of
leadership.

It was Dani el Gol eman who first brought
audience with his 1995 book of that name, and it was Goleman who first applied the
concept to busirss with his 1998 HBR article, reprinted here. In his research at nearly
200 large, global companies, Goleman found that while the qualities traditionally
associated with leaderskpsuch as intelligence, toughness, determination, and @sion

are required for success, they are insufficient. Truly effective leaders are also
distinguished by a high degree of emotional intelligence, which includes/siéness,
selfregulation, motivation, empathy, and social skill.

These qualities may sslike butl Gofermnam found dirachtaes u n
between emotional intelligence and measurable business results. While emotional
intelligencebs relevance to business has
Gol emands articl e reaceanithesubjech with d description ofi v e
each component of emotional intelligence and a detailed discussion of how to recognize
it in potential leaders, how and why it connects to performance, and how it can be
learned.

Every businessperson knows a gtabout a highly intelligent, highly skilled executive
who was promoted into a leadership position only to fail at the job. And they also know
a story about someone with sdlidbut not extraordinad intellectual abilities and
technical skills who was promed into a similar position and then soared.

Such anecdotes support the widespread be
stuffo to be |l eaders is more art than sci
vary: Some leaders are slled and analytical; others shout their manifestos from the
mountaintops. And just as important, different situations call for different types of
leadership. Most mergers need a sensitive negotiator at the helm, whereas many
turnarounds require a more fefal authority.

| have found, however, that the most effective leaders are alike in one crucial way: They
al | have a high degree of what has come

that IQ and technical skills are irrelevant. They do matieu, t mai nly as #it

capabilitieso; t thewet requirements for @xecutave positions. dut e n t
my research, along with other recent studies, clearly shows that emotional intelligence is
the sine qua non of leadership. Without it, asparcan have the best training in the world,

an incisive, analytical mi nd, and an end
a great leader. In the course of the past year, my colleagues and | have focused on how
emotional intelligence operated work. We have examined the relationship between
emotional intelligence and effective performance, especially in leaders. And we ha(al
observed how emotional intelligence shows itself on the job. How can you tell if someoR%
has high emotional intelligeacfor example, and how can you recognize it in yourself? §

1 Harvard Business Review Novemibecember 1998




I n the foll owing pages, we ol | explore th
emotional intelligenc@ selfawareness, setegulation, motivation, empathy, and social
skilld in turn.

Evaluating Emotional Intelligence

Most large companies today have employed trained psychologists to develop what are
known as ficompetency model so to aid them
stars in the leadership firmament. The psychologists bkso developed such models for
lower-level positions. And in recent years, | have analysed competency models from 188
companies, most of which were large and global and included the likes of Lucent
Technologies, British Airways, and Credit Suisse.

In carrying out this work, my objective was to determine which personal capabilities
drove outstanding performance within these organizations, and to what degree they did
so. | grouped capabilities into three categories: purely technical skills like accoamting
business planning; cognitive abilities like analytical reasoning; and competencies
demonstrating emotional intelligence, such as the ability to work with others and
effectiveness in leading change. To create some of the competency models, psyshologist
asked senior managers at the companies to identify the capabilities that typified the
organi zationds most outstanding | eaders.

To create other model s, the psychol ogi st
profitability, to differentiate the at performers at senior levels within their organizations

from the average ones. Those individuals were then extensively interviewed and tested,
and their capabilities were compared. This process resulted in the creation of lists of
ingredients for highleffective leaders. The lists ranged in length from seven to 15 items
and included such ingredients as initiative and strategic vision.

When | analysed all this data, | found dramatic results. To be sure, intellect was a driver
of outstanding performanc€ognitive skills such as bigicture thinking and longerm

vision were particularly important. But when | calculated the ratio of technical skills, 1Q,
and emotional intelligence as ingredients of excellent performance, emotional
intelligence proved to bevice as important as the others for jobs at all levels.

Moreover, my analysis showed that emotional intelligence played an increasingly
important role at the highest levels of the company, where differences in technical skills
are of negligible importare. In other words, the higher the rank of a person considered
to be a star performer, the more emotional intelligence capabilities showed up as the
reason for his or her effectiveness. When | compared star performers with average ones
in senior leadershippositions, nearly 90% of the difference in their profiles was
attributable to emotional intelligence factors rather than cognitive abilities.

Other researchers have confirmed that emotional intelligence not only distinguishes
outstanding leaders but calso be linked to strong performance. The findings of the late
David McClelland, the renowned researcher in human and organizational behaviour, are
a good example. In a 1996 study of a global food and beverage company, McClelland
found that when senior magers had a critical mass of emotional intelligence
capabilities, their divisions outperformed yearly earnings goals by 20%. Meanwhile,
division leaders without that critical mass underperformed by almost the same amount.
McCl ell andés flinwdimglsd asnterestingthe co
its divisions in Asia and Europe.

In short, the numbers are beginning to tell us a persuasive story about the link betwe

companyo0s success and the emot isomperthnt i ntoe
o

mi
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Self
Regulation

Motivation

Empathy

Social Skill

research is also demonstrating that people can, if they take the right approach, develop
their emotional i ntelligence. (See the s

The Five Components of Emotional Intelligence at Work

Definition Hallmarks

Self C the ability to recognize and understand yc ¢ selfconfidence
Awareness moods, emotions, and drives, as well as their effec ¢ realistic sefassessment
q
q
q
q

others self-deprecating sense of humour
C the ability to control or redect disruptive trustworthiness and integrity
impulses and moods comfort with ambiguity
C the propensity to suspend judgménto think openness to change
before acting
C a passion to work for reasons that go bey ¢ strong drive to achieve
money or status ¢ optimism, even in the face of failure
C a propensity topursue goals with energy ar ¢ organizational commitment
persistence
q the ability to understand the emotional make ¢ expertise in building and retaining talent
of other people ¢ crosscultural sensitivity
C skill in treating people according to the ¢ service to clients and customers
emotionalreactions
C proficiency in managing relationships ai ¢ effectiveness indading change
building networks ¢ persuasiveness
C an ability to find common ground and bui ¢ expertise in building and leading teams
rapport
Self-Awareness

Selfawareness is the first component of emotional intelliggngkich makes sense
when one considers that the Delphic orac

of years ago. Sehwar eness means having a deep und

strengths, weaknesses, needs, and drives.

People with strong sedwareness are neither overly critical nor unrealistically hopeful.
Rather, they are honést with themselves rad with others. People who have a high
degree of selawareness recognize how their feelings affect them, other people, and their
job performance. Thus, a saivare person who knows that tight deadlines bring out the
worst in him plans his time carefulpnd gets his work done well in advance. Another
person with high seldwareness will be able to work with a demanding client. She will
understand the clientds i mpact on her mo
ATheir trivialaydefmaonnd st htea kree aus waow k t hat
explain. And she will go one step further and turn her anger into something constructive.

Sellawareness extends to a personds wunder
Someone who is highly sedfware knows where he is headed and why; so, for example,

he will be able to be firm in turning down a job offer that is tempting financially but does

not fit with his principles or longerm goals. A person who lacks salflareness is apt to

make decisions hat bring on inner tur moil by tr
|l ooked good so | signed on, 0 someone mi gkt
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so |little to me

t hat |

0 m cawarespeapla mdslywitlb o

their values; consequently, they often find work to be energizing.

Can Emotional Intelligence Be Learned?

For ages, people have debated if leaders are bo
made. So too goes the debate about emoti
intelligence. Are peple born with certain levels o
empathy, for example, or do they acquire empathy
resul t of | i febds exper
Scientific inquiry strongly suggests that there is
genetic component to emotional intelligend
Psychological and delopmental research indicate
that nurture plays a role as well. How much of ez
perhaps will never be known, but research and prac
clearly demonstrate that emotional intelligence can

learned.

One thing is certain: Emotional intelligence increas
with age. There is an ofhshioned word for the
phenomenon: maturity. Yet even with maturity, sof
people still need training to enhance their emotio
intelligence. Unfortunately, far too many trainin
programs that intend to build leadership sRills
including emotional intelligende are a waste of time
and money. The problem is simple: They focus on
wrong part of the brain.

Emotional intelligence is born largely in th
o fwhithh

governs feelings, impulsesand drives. Research

neurotransmitters

indicates that the limbic systefearns best through
motivation, extendegractice, and feedback. Compal
this with the kind of learning that goes on in th
neocortex, which governs analytical and technic

ability.

The neocortexyrasys concepts and logic. It is the pa
of the brain that figures out how to use a compute
make a sales call by reading a book. Not surpristhgl
but mistakenly it is also the part of the brain targete

by most training programs aimed at enhanc

How can one recognize safvareness?
First and foremost, it shows itself as
candour and an ability to assess oneself
realistically. People with high self
awareness are able to speak accurately
and openly although not necessarily
effusively or confessionaly about
their emotions and the impact they have
on their work.

For instance, one manager | know of was
sceptical about a new persoishlopper
service that her company, a major
departmenstore tain, was about to
introduce. Without prompting from her
team or her boss, she offered them an

explanati on: Al tos h
behind the rollout o i
admitted, Abecause |
the project, but I w
with me while | deal
manager did indeed examine her

feelings; a week later, she was

supporting the project fully. Such self
knowledge often shows itself in the
hiring process. Ask a candidate to
describe a time he got carried away by
his feelings and did something he later
regretted. Selaware candidates will be
frank in admitting to failuré and will
often tell their tales with a smile. One of
the hallmarks of selawareness is a self
deprecating sense of humour.

Self-awareness can alsoe bidentified
during performance reviews. Selfvare
people know and are comfortable
talking aboud their limitations and
strengths, and they often demonstrate a
thirst for constructive criticism. By
contrast, people with low sedfwareness
interpret the mesage that they need to
improve as a threat or a sign of failure.

Selfaware people can also be
recognized by their setfonfidence.

They have a firm grasp of their
capabilities and are less likely to set
themselves up to fail by, for example,
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Structured Training Module: Leadership, Team Building and Performance Enhahncemen

overstretcing on assignments. They know
too, when to ask for help. And the risks th
take on the job ar
ask for a challenge that they know the

canot handl e al one
strengths.
Consider the actions of a midleve

employee who was invited to sit in on
strategy meeting W
executives. Although she was the mc
junior person in the room, she did not ¢
there quietly, listening in awestruck c
fearful silence. She knew she had a head
clear logic andthe skill to present ideas
persuasively, and she offered coge
suggestions about

At the same time, her selfvareness
stopped her from wandering into territot
where she knew she was weak.

Despite the value of having selfvare
people in the workplace, my researc
i ndicates that sen
give selftawareness the credit it deserv
when they look for potential leaders. Mar,
executives mistake candour about feelin
for Awi mpinesso an
to employees who openly acknowledg

their shortcomings. Such people are t
readily di smissed
lead others.

In fact, the opposite is true. In the fir
place, people generally admire and resp
candour.  Furthermore, leaders a
constatly required to make judgment cal
that require a candid assessment
capabilitie® their own and those of others
Do we have the management expertise
acquire a competitor? Can we launch an
product within six months? People wh
assess themselves nesthyd that is, sel
aware peopl@ are well suited to do the
same for the organizations they run.

Self-Regulation

Biological impulses drive our emotions
We cannot do away with thérmbut we can

do much to manage them. Sedfgulation,

emotioné intelligence. When such programs take,
effect, a neocortical approach, my research with

Consortium for Research on Emotional Intelligence

Organizations has shown they can even havg h € i

negativei mpact on peopl eds

To enhance emathal intelligence, organizations mu
refocus their training to include the limbic syste
They must help people break old behavioural ha
and establish new ones. That not only takes much n
time than conventional training programs, it al

requires a individualized approach.

Imagine an executive who is thought to be low
empathy by her colleagues. Part of that deficit sha
itself as an inability to listen; she interrupts people &
pay
the execuve could be directed to observe certg

doesnodt cl ose atten

executives who listen well and to mimic the

behaviour.

With persistence and practice, such a process can
to lasting results. | know one Wall Street execut
who sought to improve his empathgpecifically his
peopl
Before beginning his quest,

ability t o read
perspectives.
executiveds subordinat ¢
with him. People even went so far as to hide bad n
from him. Naturally, he was shocked when fina
confronted with these facts. He went home and told
familyd but they only confirmed what he had heard
work. When their opinions on any given subject did 1

mesh with his, they, too, were frightened of him.

Enlisting the help of a coach, the executive went
work to heighten his empathy through practice &
feedback. His first step was to take a vacation t
foreign country where he did not speak the langug
While there, he monitored his reactions to t

unfamiliar and his openness to people who w
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different from him. When he returned home, humb

which is like an ongoig inner

O
conversation, is the component of emotional intelligence that frees us from beir?%
prisoners of our feelings. People engaged in such a conversation feel bad moods afd




Structured Training Module: Leadership, Team Building and Performance Enhahncemen

by his week abroad, the executive asked his coac
shadow him for parts of the day, several times a we
to critique how he treated people with new or differe
perspectives. At the same time, he consslipwsed
ornrthe-job interactions as opportunities to practi
t hat d

executive had himself videotaped in meetings &

Afhearingo ideas
asked those who worked for and with him to critiq
his ability to acknowledge and undersiahe feelings
of others. 't took sev
emotional intelligence did ultimately rise, and t

improvement was reflected in his overall performar

on the job.
't 6s i mportant t o emp
emotional intelligene cannad will notd happen

without sincere desire and concerted effort. A br

semi nar wonot hel ptomamualr
It is much harder to learn to empattdzeo internalize
empathy as a natural response to pebplean it is to
become adept ategression analysis. But it can K
done.

ANot hing great v

ent husi asm, 0 wrote Ral
goal is to become a real leader, these words can s

as a guidepost in your efforts to develop hi

emotional intelligence.

emotional impulses just as everyone
else does, but they find ways to
control themand even to channel them
in useful ways.

Imagine an executive who has just
watched a team of his employees
present a botched analysis to the
companyb6s board of
gloom that follows, the executive
might find himself tempted to pound
on the table in anger or kick over a
chair. He could leap up and scream at
the group. Or he might maintain a
grim silence, glaring at everyone
before stalking off.

But if he had a gift for selfegulation,

he would choose a different approach.
He would pick hiswords carefully,
acknowl edging t he
performance without rushing to any
hasty judgment. He would then step
back to consider the reasons for the
failure. Are they persondla lack of
effort? Are there any mitigating
factors? What was his role irhd
debacle? After considering these
qguestions, he would call the team
toget her , |l ay out
consequences, and offer his feelings
about it. He would then present his
analysis of the problem and a well
considered solution.

Why does selfegulationmatter so much for leaders? First of all, people who are in
control of their feelings and impulgkshat is, people who are reason&bkere able to
create an environment of trust and fairness. In such an environment, politics and
infighting are sharply redied and productivity is high. Talented people flock to the

organi zation and

Fewer bad moods at thept mean fewer throughout the organization.

Second, selfegulation is important for competitive reasons. Everyone knows that
business today is rife with ambiguity and change. Companies merge and break apart
regularly. Technology transforms work at a dizgyipace. People who have mastered
their emotions are able to roll with the changes. When a new program is announced, they

dondét panic; [

nstead,

they are abl e

to the executives as they explain the neagpam. As the initiative moves forward, these

people are able to move with it.

Sometimes they even lead the way. Consider the case of a manager at a |
manufacturing company. Like her colleagues, she had used a certain software prog
for five years. e program drove how she collected and reported data and how shef
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a r e nrégulationehas triekdlown effect. e a v e|.
No one wants to be known as a hothead when the boss is known for her calm approach.
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thought ab out the companyds strategy. O

program was to be installed that would radically change how information was gathered
and assessed withthe organization. While many people in the company complained
bitterly about how disruptive the change would be, the manager mulled over the reasons
for the new program and was convinced of its potential to improve performance. She
eagerly attended traimj sessiord some of her colleagues refused to dd smd was
eventually promoted to run several divisions, in part because she used the new technology
so effectively.

| want to push the importance of sedigulation to leadership even further and make the
case that it enhances integrity, which is not only a personal virtue but also an
organizational strength. Many of the bad things that happen in companies are a function
of impulsive behaviour. People rarely plan to exaggerate profits, pad expense accounts,
dip into the till, or abuse power for selfish ends. Instead, an opportunity presents itself,
and people with low impulse control just say yes.

By contrast, consider the behaviour of the senior executive at a large food company. The
executive was scrupulsly honest in his negotiations with local distributors. He would
routinely lay out his cost structure in detail, thereby giving the distributors a realistic
understanding of the companyds pricing.
always drive a &rd bargain. Now, on occasion, he felt the urge to increase profits by
withholding information about t he dchempan
saw that it made more sense in the long run to counteract it. His emotiomabskdition

paid offin strong, lasting relationships with distributors that benefited the company more
than any shorterm financial gains would have.

The signs of emotional selégulation, therefore, are easy to see: a propensity for
reflection and thoughtfulness; comfarith ambiguity and change; and integétyn
ability to say no to impulsive urges.

Like selfawareness, sefegulation often does not get its due. People who can master
their emotions are sometimes seen as cold fiieir considered responses are taken as

a | ack of passion. People with fiery temn

leader® their outbursts are considered hallmarks of charisma and power. But when such
people make it to the top, their impulsiveness often works against them.research,
extreme displays of negative emotion have never emerged as a driver of good leadership.

Motivation

If there is one trait that virtually all effective leaders have, it is motivation. They are driven
to achieve beyond expectatidntheir own and evey one el seds. The
achieve Plenty of people are motivated by external factors, such as a big salary or the
status that comes from having an impressive title or being part of a prestigious company.
By contrast, those with leadership potahtire motivated by a deeply embedded desire

to achieve for the sake of achievement.

If you are looking for leaders, how can you identify people who are motivated by the
drive to achieve rather than by external rewards? The first sign is a passionviorkhe
itselfd such people seek out creative challenges, love to learn, and take great pride in a
job well done. They also display an unflagging energy to do things better. People with
such energy often seem restless with the status quo. They are persidietiteir
questions about why things are done one way rather than another; they are eager
explore new approaches to their work.
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A cosmetics company manager, for example, was frustrated that he had to wait two wee
to get sales results from peoplele ffield. He finally tracked down an automated phone
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system that would beep each of his salespeople at 5 pm every day. An automated message
then prompted them to punch in their numBetsow many calls and sales they had made
that day. The system shorterted feedback time on sales results from weeks to hours.

That story illustrates two other common traits of people who are driven to achieve. They
are forever raising the performance bar, and they like to keep score. Take the performance
bar first. During pgformance reviews, people with high levels of motivation might ask to

be fistretchedo by their superi ofawareneSsf co
with internal motivation will recognize herlimsb ut s he wonét settl e
seem toeasy to fulfil.

And it follows naturally that people who are driven to do better also want a way of
tracking progresst hei r own, their teamds, and the
low achievement motivation are often fuzzy about results, those wjthdzhievement
motivation often keep score by tracking such hard measures as profitability or market
share. | know of a money manager who starts and ends his day on the Internet, gauging
the performance of his stock fund against four indusétybenchmark

Interestingly, people with high motivation remain optimistic even when the score is
against them. In such cases, seljulation combines with achievement motivation to
overcome the frustration and depression that come after a setback or failurbelcaset

of another portfolio manager at a large investment company. After several successful
years, her fund tumbled for three consecutive quarters, leading three large institutional
clients to shift their business elsewhere.

Some executives would have fled the nosedive on circumstances outside their control;
others might have seen the setback as evidence of personal failure. This portfolio
manager, however, saw an opportunity to prove she could lead a turnaround. Two years
later, when she was promotedawery senior level in the company, she described the
experience as At he best thing that ever

Executives trying to recognize high levels of achievement motivation in their people can
look for one last piece ofvalence: commitment to the organization. When people love
their jobs for the work itself, they often feel committed to the organizations that make that
work possible. Committed employees are likely to stay with an organization even when
they are pursued bdyadhunters waving money.

ltds not difficult to understand how and
leadership. If you set the performance bar high for yourself, you will do the same for the
organization when you are in a position tosto Likewise, a drive to surpass goals and

an interest in keeping score can be contagious. Leaders with these traits can often build a
team of managers around them with the same traits. And of course, optimism and
organizational commitment are fundamertaleadershif§ just try to imagine running

a company without them.

Empathy

Of all the dimensions of emotional intelligence, empathy is the most easily recognized.
We have all felt the empathy of a sensitive teacher or friend; we have all been struck by
its absence in an unfeeling coach or boss. But when it comes to business, we rarely hear
people praised, let alone rewarded, for their empathy. The very word seems
unbusinesslike, out of place amid the tough realities of the marketplace.

But empatneyand oee skniond of @1 6m OK, youdr ©) (
i s, it doesndt mean adopting other pe I
everybody. That would be a nightmdré& would make action impossible. Rather, 8
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empathy means thoughtfyl consi dering @ @mpng ownithe etrerd fe
factor® in the process of making intelligent decisions.

For an example of empathy in action, consider what happened when two giant brokerage
companies merged, creating redundant jobs in all their digsiOne division manager

called his people together and gave a gloomy speech that emphasized the number of
people who would soon be fired. The manager of another division gave his people a
different kind of speech. He was-font about his own worry and ntusion, and he
promised to keep people informed and to treat everyone fairly.

The difference between these two managers was empathy. The first manager was too
worried about his own fate to consider the feelings of his angteatken colleagues. The
secand knew intuitively what his people were feeling, and he acknowledged their fears
with his words. Is it any surprise that the first manager saw his division sink as many
demoralized people, especially the most talented, departed? By contrast, the second
manager continued to be a strong leader, his best people stayed, and his division remained
as productive as ever. Empathy is particularly important today as a component of
leadership for at least three reasons: the increasing use of teams; the rapid pace of
globalization; and the growing need to retain talent.

Consider the challenge of leading a team. As anyone who has ever been a part of one can
attest, teams are cauldrons of bubbling emotions. They are often charged with reaching a
consensus which is hard sough with two people and much more difficult as the
numbers increase. Even in groups with as few as four or five members, alliances form
and clashing agendas get set. A teambs |
viewpoints of everyone arounid table.

That s exactly what a marketing manager
able to do when she was appointed to lead a troubled team. The group was in turmoil,
overloaded by work and missing deadlines. Tensions were high among thesrmemb
Tinkering with procedures was not enough to bring the group together and make it an
effective part of the company.

So the manager took several steps. In a series edrenae sessions, she took the time

to listen to everyone in the gradiwhat was fustrating them, how they rated their
colleagues, whether they felt they had been ignored. And then she directed the team in a
way that brought it together: She encouraged people to speak more openly about their
frustrations, and she helped people raisestantive complaints during meetings. In
short, her empathy all owed her to unders
was not just heightened collaboration among members but also added business, as the
team was called on for help by a wider ranfjmternal clients.

Globalization is another reason for the rising importance of empathy for business leaders.
Crosscultural dialogue can easily lead to miscues and misunderstandings. Empathy is an
antidote. People who have it are attuned to subtletiesdyg language; they can hear the
message beneath the words being spoken. Beyond that, they have a deep understanding
of both the existence and the importance of cultural and ethnic differences.

Consider the case of an American consultant whose teanustaoitched a project to a
potential Japanese client. In its dealings with Americans, the team was accustomed to
being bombarded with questions after such a proposal, but this time it was greeted with a
long silence. Other members of the team, takingiteece as disapproval, were ready to

pack and leave. The lead consultant gestured them to stop. Although he was =
particularly familiar with Japanese c N t
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sensed not rejection but inte@stven deep considdran. He was right: When the client
finally spoke, it was to give the consulting firm the job.

Finally, empathy plays a key role in th
information economy. Leaders have always needed empathy to develop ampbéedep
people, but today the stakes are higher.

knowledge with them.

That 6s where coaching and mentoring comn
coaching and mentoring pay off not just in better performéuntealso in increased job
satisfaction and decreased turnover. But what makes coaching and mentoring work best
is the nature of the relationship. Outstanding coaches and mentors get inside the heads of
the people they are helping. They sense how to dfeetwe feedback. They know when

to push for better performance and when to hold back.

In the way they motivate their protégés, they demonstrate empathy in action. In what is
probably sounding |ike a refrain,pettmt me
business. People wonder how | eaders can
the people who will be affected. But leaders with empathy do more than sympathize with
people around them: They use their knowledge to improve their corsparsabtle but
important ways.

Social Skill

The first three components of emotional intelligence arensatfagement skills. The last

t wo, empathy and soci al skil I, concern é
others. As a component of emotabmtelligence, social skill is not as simple as it sounds.
ltds not just a matter of friendliness,
rarely mearspirited. Social skill, rather, is friendliness with a purpose: moving people in

the diret i on you desire, whet her thatoés agr

enthusiasm about a new product.

Socially skilled people tend to have a wide circle of acquaintances, and they have a knack
for finding common ground with people of all kirfidga knack 6r building rapport. That
doesnot mean they socialize continually;
that nothing important gets done alone. Such people have a network in place when the
time for action comes.

Social skill is the culmination dhe other dimensions of emotional intelligence. People
tend to be very effective at managing relationships when they can understand and control
their own emotions and can empathize with the feelings of others. Even motivation
contributes to social skilRemember that people who are driven to achieve tend to be
optimistic, even in the face of setbacks
is cast upon conversations and other social encounters. They are popular, and for good
reason.

Because it ishe outcome of the other dimensions of emotional intelligence, social skill

is recognizable on the job in many ways that will by now sound familiar. Socially skilled
people, for instance, are adept at managing tdame at 6 s t hei r e mp a
Likewise,they are expert persuadéra manifestation of seliwareness, setegulation,

and empathy combined. Given those skills, good persuaders know when to make an
emotional plea, for instance, and when an appeal to reason will work better. And
motivation, whenpublicly visible, makes such people excellent collaborators; theiry

passion for the work spreads to others, and they are driven to find solutions. <
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But sometimes social skill shows itself in ways the other emotional intelligence
components do not. For iastce, socially skilled people may at times appear not to be
working while at work. They seem to be idly schmoodirgiatting in the hallways with
coll eagues or joking around with peopl e

Socially skiledpeo@d, however, dondét think 1t makes

of their relationships. They build bonds widely because they know that in these fluid
times, they may need help someday from people they are just getting to know today.

For example, conder the case of an executive in the strategy department of a global
computer manufacturer. By 1993, he was ¢
the Internet. Over the course of the next year, he found kindred spirits and used his social
skill to gitch together a virtual community that cut across levels, divisions, and nations.
He then used this de facto team to put up a corporate Web site, among the first by a major
company. And, on his own initiative, with no budget or formal status, he signt up
company to participate in an annual Internet industry convention. Calling on his allies
and persuading various divisions to donate funds, he recruited more than 50 people from
a dozen different units to represent the company at the convention.

Managenent t ook notice: Wi thin a year of th
the basis for the companyés first I ntern
it. To get there, the executive had ignored conventional boundaries, forging and
maintaning connections with people in every corner of the organization.

Is social skill considered a key leadership capability in most companies? The answer is
yes, especially when compared with the other components of emotional intelligence.
People seem to kmointuitively that leaders need to manage relationships effectively; no

|l eader is an island. After all , the | ead
and social skill makes that possible. A leader who cannot express her empathy may as
welln@a have it at all. And a | eaderéds mot.

his passion to the organization. Social skill allows leaders to put their emotional
intelligence to work.

It would be foolish to assert that geottl-fashioned 1Q and tedical ability are not
important ingredients in strong leadership. But the recipe would not be complete without
emotional intelligence. It was once thought that the components of emotional intelligence
were fAnice to haveo in business | eaders.

But now we knav that, for the sake of performance, these are ingredients that leaders
Aneed to have. o

It is fortunate, then, that emotional intelligence can be learned. The process is not easy. It
takes time and, most of all, commitment. But the benefits that comenfoimg a weH
developed emotional intelligence, both for the individual and for the organization, make
it worth the effort.
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THE IDEA IN PRACTICE

Understanding EI & Components

El Definition Hallmarks Example
Component
Knowi ng oneé€ {Selfconfidence A manager knows tight
emotionsstrengths, 1 Realisticself deadlinesring out the worst in
weaknesseslirives, assessment him. So heplans his time to get
Self values, angjoal® and | { Selfdeprecating | work done well inadvance.
awareness | theirimpact on others |  senseof humour
9 Thirst for
constructive
criticism
Controllingor 9 Trustworthiness | When a team botches a
redirectingdisruptive 1 Integrity presentationits leader resists
emotions andmpulses | 9 Comfort with the urge to screammstead, she
Self ambiguity and considers possibleasons for
regulation change the failure, explains the
consequences to her team, an
explores solutions wh them.
Being drivento achieve | { A passion forlte | A portfolio manager at an
for the sake of work itself and for | investmentompany sees his
achievement newchallenges | fund tumble forthree
{ Unflagging energy consecutive quarters. Major
Motivation to improve clients defect. Instead of
 Optimism in the | blamingexternal circumstances
faceof failure she decidew learn from the
experiencéd andengineers a
turnaround.
Consideringp t h e r { JExpertise in An American consultant and h
feelings,especially attractingand teampitch a project to a
whenmaking decisions| retaining talent potential client inJapan. Her
T Ability to develop ([t eam i nterpret
others silence as disapproval, and
Empathy 1 Sensitivity to prepares tdeave. The
crosscultural consul tant rea3
differences body language and senses
interest. Sheontinues the
meeting, and her teagets the
job.
Managingrelationships | { Effectiveness in | A manager wants his company
to move people in leadingchange to adopt a better Internet
desired directions 1 Persuasiveness | strategy. Hdinds kindred
1 Extensive spirits and assembleda facto
networking team to create a prototyWeb
Social Skill q Expertise in site. He persuades allies in oth
building and di vi sions to f

leading teams

participation in a relevant
conventionHis company forms
an Internetivisiond and puts
him in charge of it.
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An El-Based Theory of Performance

From the book The Emotionally Intelligent Workplace
Edited by: Cary Cherniss and Daniel Golema
By: Daniel Goleman

In 1998, in Working with Emotional Intelligence, | set out a framework of
emoti onal intelligence (EI') that reflect
skills of SeltAwareness, SelManagement, Social Awareness, and Retediip
Management translates into-time-job success. This model is based on ElI competencies
that have been identified in internal research at hundreds of corporations and
organizations as distinguishing outstanding performers. Focusing on El as a theory o
performance, this chapter presents a new version of that model, looks at the physiological
evidence underlying EIl theory, and reviews a number of studies of the drivers of
workplace performance and the factors that distinguish the best individualshieom t
average ones.

As I define it, an emotional compet e

emoti onal intelligence that resul ts in
1998b). To be adept at an emotional competence like Customer Service or Conflict
Management requires an underlying ability in ElI fundamentals, specifically, Social
Awareness and Relationship Management. However, emotional competencies are learned
abilities: having Social Awareness or skill at managing relationship does not guarantee
we have mastered the additional learning required to handle a customer adeptly or to
resolve a confli@ just that we have the potential to become skilled at these
competencies.

Emotional competencies are job skills that can, and indeed must, be learned. An
underlying El ability is necessary, though not sufficient, to manifest competence in any
one of the four El domains, or clusters that | introduced in Chapter Two. Consider the 1Q
corollary that a student can have excellent spatial abilities yet nevegsametry. So
too can a person be highly empathic yet poor at handling customers if he or she has not
learned competence in customer service. Although our emotional intelligence determines
our potential for learning the practical skills that underlie ther fal clusters, our
emotional competence shows how much of that potential we have realized by learning
and mastering skills and translating intelligence intdgtajob capabilities.

Figure 3.1 presents the current version of my El framework. Twenty ¢cengies
nest in four clusters of general El abilities. The framework illustrates, for example, that
we cannot demonstrate the competencies of trustworthiness and conscientiousness
without mastery of the fundamental ability of SElanagement or the Compataes of
Influence, Communication, Conflict Management, and so on without a handle on
Managing Relationships.
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Figure 3.1. AFRAMEWORK OF EMOTIONAL COMPETENCIES

SELF OTHERS
Personal Competence Socil competence
Self-Awareness Social Awareness
Recognition - Emotional seHawareness | - Emp_athy _ _
- Accurate seHassessment | - Service orientation
- Self-confidence - Organizationabwareness
SelfManagement Relationship Managemat
- Self-control - Developing others
- Trustworthiness - Influence
- Conscientiousness - Communication
Regulation - Adaptability - Conflict management
- Achievement drive - Leadership
- Initiative - Change catalyst
- Building bonds
- Teamwork & collaboration

This model is a refinement of the model | used in 1998. That earlier framework
identified five domains, or dimensions, of emotional intelligeihe¢ comprised twenty
five competencies. Three dimensidnSelfAwareness, SelRegulation, and
Motivationd described personal competencies, that is, knowing and managing emotions
in oneself. Two dimensioAsEmpathy and Social Skillsdescribed social
competacies, that is, knowing and managing emotions in others. The current model
reflects recent statistical analyses by my colleague Richard Boyatzis that supported
collapsing the twentjive competencies into twenty, and the five domains into the four
seen hear. SelfAwareness, SelManagement, Social Awareness, and Relationship
Management (Boyatzis, Goleman, & Rhee, 2000). Boyatzis, Goleman, and Rhee
administered the Emotional Competence Inventory, a questionnaire designed to assess
the twenty El competencig@sst described, to nearly six hundred corporate managers and
professionals and engineering, management, and social work graduate students.
Respondents were asked to indicate the degree to which statements atsdatef!
behavioré for instance, the abiltto remain calm under pressargere characteristic
of themselves. Their ratings of themselves were then compared to ratings of them made
those who worked with them. Three key clusters into which the twenty ElI competencies
were grouped emerged: Sélvareress, SedManagement, and Social Awareness
(which subsumes Empathy), along with Relationship Management, which, in the
statistical analysis, subsumed the Social Awareness cluster. While the analysis verifies
that the competencies nest within each El domiaialso suggests that the distinction
between the Social Awareness cluster and the Relationship Management cluster may be
more theoretical than empirical.

In this process the competence called Innovation was collapsed into Initiative;
Optimism was integited with Achievement Drive; Leveraging Diversity and
Understanding Others combined to become Empathy; Organizational Commitment was
collapsed into Leadership; and the separate competencies Collaboration and Team
Capabilities became one, called Teamwarl &ollaboration. Political Awareness was
renamed Organizational Awareness, and Emotional Awareness became Emotienal Self
Awareness.

Neurological Substrates of El

The competencies named in Figure 3.1 have long been recognized as adding v@e
to performace; however, one of the functions of the El framework is to reflect the
neurological substrates of this set of human abilities. An understanding of thesed




neurological substrates has critical implications for how people can best learn to develop
strengthsn the EIl range of competencies.

The EI theory of performance posits that each of the four domains of El derives
from distinct neurological mechanisms that distinguish each domain from the others and
all four from purely cognitive domains of ability. Inrty at a higher level of articulation,
the EI competencies nest within these four EI domains. This distinction betwbeasdtl
competencies and purely cognitive abilities like IQ can now be drawn more clearly than
before owing to recent findings in neuc@nce. Research in the newly emerging field of
affective neuroscience (Davidson, Jackson, & Kalin, 2000) offers ayfaiaed view of
the neural substrates of the-lidsed range of behavior and allows us to see a bridge
between brain function and the lagiors described in the EI model of performance.

From the perspective of affective neuroscience, the defining boundary in brain
activity between emotional intelligence and cognitive intelligence is the distinction
between capacities that are purely (orgédy) neocortical and those that integrate
neocortical and limbic circuitry. Intellectual abilities like verbal fluency, spatial logic,
and abstract reasoniéign other words, the components ofdQ@re based primarily in
specific areas of the neocortex. Wihéhese neocortical areas are damaged, the
corresponding intellectual ability suffers. In contrast, emotional intelligence encompasses
the behavioral manifestations of underlying neurological circuitry that primarily links the
limbic areas for emotion, cering on the amygdala and its extended networks throughout
the brain, to areas in the prefrontal <co

Key components of this circuitry include the dorsolateral, ventromedial, and
orbitofrontal sectors of the prefrontal reex (with important functional differences
between left and right sides in each sector) and the amygdala and hippocampus
(Davidson, Jackson, & Kalin, 2000). This circuitry is essential for the development of
skills in each of the four main domains of empal intelligence. Lesions in these areas
produce deficits in the hallmark abilities of EBeltAwareness, SelManagement
(including Motivation), Social Awareness skills such as Empathy, and Relationship
Management, just as lesions in discrete areaseof¢ocortex selectively impair aspects
of purely cognitive abilities such as verbal fluency or spatial reasoning (Damasio, 1994,
1999).

The first component of emotional intelligence is Emotional -Belreness,
knowing what one feels. John Mayer (see gicample, Mayer & Stevens, 1994) uses the
term metamood, the affective analogue of metagnition, for key aspects of Emotional
SeltAwareness. The neural substrates of Emotional-SgHireness have yet to be
determined with precision. But Antonio Damasid994), on the basis of
neuropsychological studies of patients with brain lesions, proposes that the ability to
sense, articul at e, and reflect on oneos
run between the prefrontal and verbal cortex, thggalala, and the viscera. Patients with
lesions that disconnect the amygdala from the prefrontal cortex, he finds, are at a loss to
give words to feelings, a hallmark of the disorder alexithymia. In some ways, alexithymia
and Emotional SelAwareness maydmirror concepts, one reflecting a deficiency in the
workings of these neural substrates, the other efficiency (Taylor, Parker, & Bagby, 1999).

The second component of EI, Emotional SdHnagement, is the ability to
regulate distressing affects like agty and anger and to inhibit emotional impulsivity.
PET (positroremission tomography) measurements of glucose metabolism reveal that
individual differences in metabolic activity in the amygdala are associated with levels 32
distress or dysphodathe moreactivity, the greater the negative affect (Davidson, g
Jackson, & Kalin, 2000). In contrast, metabolic activity in the left medial prefrontal cortex §




is inversely related to levels of activity in the amygdaém array of inhibitory neurons

in the prefrontahrea, animal studies have shown, regulate activation of the amygdala. In
humans, the greater the activity level in the left medial prefrontal cortex, the more positive
the personébés emotional state. Thus eda maj
appears to be the circuit between the amygdala and the left prefrontal cortex.

This circuitry also appears instrumental in the motivational aspect of Emotional
SeltManagement; it may sustain the residual affect that propels us to achieve our goals.

David McClelland (1975) has defined mot.
net work arranged in a hierarchy of stre
determines what goals we seek (p. 81). Davidson proposes that the left medial prefrontal
cortex is the site of Aaffective working

a loss of the ability to sustain geditected behavior; loss of the capacity to anticipate
affective outcomes from accomplishing goals diminishes the ability itte qaehavior
adaptively (Davidson, Jackson, & Kalin, 2000). In other words, Davidson proposes that
the prefrontal cortex allows us to hold in mind or remind ourselves of the positive feelings
that will come when we attain our goals and at the same timesalls to inhibit the
negative feelings that would discourage us from continuing to strive toward those goals.

Social Awareness, the third EI component, which encompasses the competency
of Empathy, also involves the amygdala. Studies of patients witrethslesions to the
amygdala show impairment of their ability to read nonverbal cues for negative emotions,
particularly anger and fear, and to judge the trustworthiness of other people (Davidson,
Jackson, & Kalin, 2000). Animal studies suggest a keyimotecognizing emotions for
circuitry running from the amygdala to the visual cortex; Brothers (1989), reviewing both
neurological findings and comparative studies with primates, cites data showing that
certain neurons in the visual cortex respond onlgpgecific emotional cues, such as a
threat. These emotierecognition cortical neurons have strong connections to the
amygdala.

Finally, Relationship Management, or Social Skill, the fourth EI component,
poses a more complex picture. In a fundamental sethge effectiveness of our
relationship skills hinges on our ability to attune ourselves to or influence the emotions
of another person. That ability in turn builds on other domains of El, particularly Self
Management and Social Awareness. If we cannotrabour emotional outbursts or
impulses and lack Empathy, there is less chance we will be effective in our relationships.

Indeed, in an analysis of data on workplace effectiveness, Richard Boyatzis, Ruth
Jacobs, and | have found that Emotional -B&¥areness is a prerequisite for effective
SeltManagement, which in turn predicts greater Social Skill. A secondary pathway runs
from SelfAwareness to Social Awareness (particularly Empathy) to Social Skill.
Managing relationships well, then, depends on adation of SefManagement and
Empathy, each of which in turn requires S&lfareness.

This evidence that Empathy and SElanagement are foundations for social
effectiveness finds support at the neurological level. Patients with lesions in the
prefrontatamygdala circuits that undergird both Selanagement and Empathy show
marked deficits in relationship skills, even though their cognitive abilities remain intact
(Damasio, 1994). When Damasio administered an El measure to one such patient, he
found that hough the patient had an IQ of 140, he showed marked deficits in self
awareness and empathy (Ban, 2000b). Primate studies find parallel effects. Monkeys
in the wild who had this prefrontaimygdala circuitry severed were able to perform food

gathering ad similar tasks to maintain themselves but lacked all sense of how to respo@7
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to other monkeys in the band, even running away from those who made friendly gestures
(Brothers, 1989).

The Business Case for EI Competencies

The data documenting the importarfor outstanding performance of each of the
twenty emotional intelligence competencies have been building for more than two
decades. | have reviewed the data for each competence (Goleman, 1998b), as have
Cherniss and Adler (2000). Moreover the data ometito build, both informally, as
organizations worldwide do internal studies to identify the competencies that distinguish
outstanding from average performers, and formally, as academic researchers continue to
focus studies on one or another of these lmiépes.

David McClelland (1975) was perhaps the first to propose the concept of
competence as a basis for identifying what differentiates outstanding from average
performers at work. McClelland (1998) reviewed data from more than thirty different
organkations and for executive positions in many professions, from banking and
managing to mining geology, sales, and health care. He showed that a wide range of El
competencies (and a narrow range of cognitive ones) distinguished top performers from
average oes. Those that distinguished most powerfully were Achievement Drive,
Developing Others, Adaptability, Influence, S€bnfidence, and Leadership. The one
cognitive competence that distinguished as strongly was Analytic Thinking.

Although each competencertributes on its own to workplace effectiveness, |
believe it is less useful to consider them one by one than it is to examine them in their
clusters, where one can also assess the synergies of strengths in several competencies tha
enable outstanding dermance, as McClelland (1998) has shown. For that reason, |
review here only selected examples of data linking the ElI competencies to workplace
performance. Readers who seek a fuller review should consult Goleman (1998b) or the
classic work of Boyatzis @82) and Spencer and Spencer (1993).

The SelfAwareness Cluster: Understanding Feelings and Accurate Sessessment
The first of the three SeAwareness competencies, Emotional Seifareness,

reflects the importance onfd rheocw gtnh ey nagf f
performance. At a financial services company emotionabsedfreness proved crucial in
financi al pl annersd job performance (Go

financial planner and a client is delicate, dealing not only Wward questions about
money but also, when life insurance comes up, the even more discomforting issue of
mortality; t tAwareness aapparentlys hielpe® thént handle their own
emotional reactions better.

At another level, SelAwareness iskey o real i zing onedbds ¢
weaknesses. Among several hundred managers from twelve different organizations,
Accurate SeHAssessment was the hallmark of superior performance (Boyatzis, 1982).
Individuals with the Accurate Selssessment competenare aware of their abilities
and limitations, seek out feedback and learn from their mistakes, and know where they
need to improve and when to work with others who have complementary strengths.
Accurate SeHAssessment was the competence foundinvirtyal every fAst ar
in a study of several hundred knowledge wor8ecemputer scientists, auditors and the
liked at companies such as AT&T and 3M (Kelley, 1998). On-@&@ree competence
assessments, average performers typically overestimate theigtesiewhereas star
performers rarely do; if anything, the stars tended to underestimate their abilities,
indicator of high internal standards (Goleman, 1998b).
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The positive impact of the SeBonfidence competence on performance has been
shown in a veety of studies. Among supervisors, managers, and executives, a high
degree of SelConfidence distinguishes the best from the average performers (Boyatzis,
1982). Among 112 entrievel accountants, those with the highest sense oEHatacy,

a form of Sel-Confidence, were rated by their supervisors ten months later as having
superior job performance. The level of SElinfidence was in fact a stronger predictor

of performance than the level of skill or previous training (Saks, 1995). In aysaty
study of more than one thousand hilgh men and women tracked from early childhood

to retirement, those who possessed-Selhfidence during their early years were most
successful in their careers (Holahan & Sears, 1995).

The SelfManagement Cluster: Managng Internal States, Impulses, and Resources

The SelfManagement cluster of El abilities encompasses six competencies.
Heading the list is the Emotional S€bntrol competence, which manifests largely as
the absence of distress and disruptive feelinggsSof this competence include being
unfazed in stressful situations or dealing with a hostile person without lashing out in
return. Among small business owners and employees, those with a stronger sense of
control over not only themselves but the eventtheir lives are less likely to become
angry or depressed when faced with job stress or to quit (Rahim & Psenicka, 1996).
Among counselors and psychotherapists, superior performers tend to respond calmly to
angry attacks by a patient, as do outstandiightf attendants dealing with disgruntled
passengers (Boyatzis & Burrus, 1995; Spencer & Spencer, 1993). And among managers
and executives, top performers are able to balance their drive and ambition with
Emotional SeHWControl, harnessing their personakedls in the service of the
organi zationdéds goals (Boyatzis, 1982). T
their own stress and stay unaffected have the most profitable stores, by such measures as
sales per square foot, in a national retail chlairs¢h & Serkenci, 1990).

The Trustworthiness competence transl
and principles, intentions and feelings, and acting in ways that are consistent with them.
Trustworthy individuals are forthright about their own rak&s and confront others about
their lapses. A deficit in this ability operates as a career derailer (Goleman, 1998b).

The signs of the Conscientiousness competence include being careful, self
disciplined, and scrupulous in attending to responsibiliti€anscientiousness
distinguishes the model organizational citizens, the people who keep things running as
they should. In studies of job performance, outstanding effectiveness in virtually all
jobsd from the bottom to the top of the corporate ladddepend®n Conscientiousness
(Barrick & Mount, 1991). Among sales representatives for a large U.S. appliance
manufacturer, those who were most conscientious had the largest volume of sales
(Barrick, Mount, & Straus, 1993).

If there is any single competence ouegent times call for, it is Adaptability.
Superior performers in management ranks exhibit this competence (Spencer & Spencer,
1993). They are open to new information and can let go of old assumptions and so adapt
how they operate. Emotional resilience aioan individual to remain comfortable with
the anxiety that often accompanies uncer
onthejob creativity and applying new ideas to achieve results. Conversely, people who
are uncomfortable with risk and aige become naysayers who can undermine innovative
ideas or be slow to respond to a shift in the marketplace. Businesses with less formal and
more ambiguous, autonomous, and flexible roles for employees open flows
information, and multidisciplinary teawriented structures experience greater innovation
(Amabile, 1988).
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David McCl el | an dhechieving Sonietyl 361) estalblished
Achievement Orientation as the competence that drives the success of entrepreneurs. In
its most general sense, ghtompetence, which | call Achievement Drive, refers to an
optimistic striving to continually improve performance. Studies that compare star
performers in executive ranks to average ones find that stars display classic achievement
oriented behaviofsthey take more calculated risks, they support enterprising
innovations and set challenging goals for their employees, and so forth. Spencer and
Spencer (1993) found that the need to achieve is the competence that most strongly sets
apart superior and average euves. Optimism is a key ingredient of achievement
because it can determine oneb6s reaction
with high achievement are proactive and persistent, have an optimistic attitude toward
setbacks, and operate from kopf success. Studies have shown that optimism can
contribute significantly to sales gains, among other accomplishments (Schulman, 1995).

Those with the Initiative competence act before being forced to do so by external
events. This often means taking aigatory action to avoid problems before they happen
or taking advantage of opportunities before they are visible to anyone else. Individuals
who lack Initiative are reactive rather than proactive, lacking the farsightedness that can
make the critical difrence between a wise decision and a poor one. Initiative is key to
outstanding performance in industries that rely on sales, such as real estate, and to the
development of personal relationships with clients, as is critical in such businesses as
financialservices or consulting (Crant, 1995; Rosier, 1996).

The Social Awareness Cluster: Reading People and Groups Accurately

The Social Awareness cluster manifests in three competencies. The Empathy
competence gives peopl e aopnsamdemnd, and reeda.r e n
The empathic individual can read emotional currents, picking up on nonverbal cues such
as tone of voice or facial expression. Empathy requires-ASeireness; our
understanding of othersd f eedfounogrsfeekngsd c o
This sensitivity to others is critical for superior job performance whenever the focus is on
interactions with people. For instance, physicians who are better at recognizing emotions
in patients are more successful than their lessithem colleagues at treating them
(Friedman & Di Matteo, 1982). The ability
the best managers of product development teams (Spencer & Spencer, 1993). And skill
in Empathy correlates with effective sales, asfoaad in a study among large and small
retailers (Pilling & Eroglu, 1994). In an increasingly diverse workforce, the Empathy
competence allows us to read people accurately and avoid resorting to the stereotyping
that can lead to performance deficits bgating anxiety in the stereotyped individuals
(Steele, 1997).

Social Awareness also plays a key role in the Service competence, the ability to
identify a clientds or customero6s often
to products or serviceshis empathic strategy distinguishes star sales performers from
average ones (Spencer & Spencer, 1993). It also means takingterongerspective,
sometimes trading off immediate gains in order to preserve customer relationships. A
study of an office gpply and equipment vendor indicated that the most successful
members of the sales team were able to
showing appropriate assertiveness in order to steer the customer toward a choice that

A

satisfied boththecuster 6 s and the vendorés needs (M

Organizational Awareness, the ability to read the currents of emotions ar%
political realities in groups, is a competence vital to the bethiadcenes networking e
and coalition building that allows individuals wield influence, no matter what their ~ §
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professional role. Insight into group social hierarchies requires Social Awareness on an
organizational level, not just an interpersonal one. Outstanding performers in most
organizations share this ability; amongmagers and executive generally, this emotional
competence distinguishes star performers. Their ability to read situations objectively,
without the distorting lens of their own biases and assumptions, allows them to respond
effectively (Boyatzis, 1982).

The Relationship Management Cluster: Inducing Desirable Responses in Others

The Relationship Management set of competencies includes essential Social
Skills. Developing Others involves sensi
their abilitie® a taknt not just of excellent coaches and mentors, but also outstanding
leaders. Competence in developing others is a hallmark of superior managers; among
sales managers, for example, it typifies those at the top of the field (Spencer and Spencer,
1993). Althaugh this ability is crucial for those managing fréine work, it has also
emerged as a vital skill for effective leadership at high levels (Goleman, 2000b).

We practice the essence of the Influence competence when we handle and manage
emotions effectivig in other people and are persuasive. The most effective people sense
ot her s6 r e a-trieithein ®vn @espanses to meve interaction in the best
direction. This emotional competence emerges over and over again as a hallmark of star
performers, pdicularly among supervisors, managers, and executives (Spencer &
Spencer, 1993). Star performers with this competence draw on a wider range of
persuasion strategies than others do, including impression management, dramatic
arguments or actions, and appetal reason. At the same time, the Influence competence
requires them to be genuine and put collective goals before theimtse#fsts; otherwise
what would manifest as effective persuasion becomes manipulation.

Creating an atmosphere of openness warclines of communication is a key
factor in organizational success. People who exhibit the Communication competence are
effective in the giveandtake of emotional information, deal with difficult issues
straightforwardly, listen well and welcome sharimformation fully, and foster open
communication and stay receptive to bad news as well as good. This competence builds
on both managing oneb6és own emotions and ¢
attuned to ot hersd egnheimpolseao resgohdan ways that n d
might sour the emotional climate. Data on managers and executives show that the better
people can execute this competence, the more others prefer to deal with them (J. Walter
Clarke Associates, cited in Goleman, 1998b

A talent of those skilled in the Conflict Management competence is spotting
trouble as it is brewing and taking steps to calm those involved. Here the arts of listening
and empathizing are crucial to the skills of handling difficult people and siisatidh
diplomacy, encouraging debate and open discussion, and orchestratinginwin
situations. Effective Conflict Management and negotiation are important tetdomg
symbiotic business relationships, such as those between manufacturers and hetailers.
survey of retail buyers in department store chains, effectiveness-atinvimegotiating
was an accurate barometer of the health of the manufactader relationship
(Ganesan, 1993).

Those adept at the Visionary Leadership competence dravamige@ of personal
skills to inspire others to work together toward common goals. They are able to articulate
and arouse enthusiasm for a shared vision and mission, to step forward as needed, to guigle
the performance of others while holding them accountabid, to lead by example.
Outstanding leaders integrate emotional realities into what they see and so instill strategy
[
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with meaning and resonance. Emotions are contagious, particularly when exhibited by
those at the top, and extremely successful leadgukaglia high level of positive energy

that spreads throughout the organization. The more positive the style of a leader, the more
positive, helpful, and cooperative are those in the group (George & Bettenhausen, 1990).
And the emotional tone set by a leatimds to ripple outward with remarkable power
(Bachman, 1988).

The acceleration of transitions as we enter the new century has made the Change
Catalyst competence highly valdedeaders must be able to recognize the need for
change, remove barriers, clelbe the status quo, and enlist others in pursuit of new
initiatives. An effective change leader also articulates a compelling vision of the new
organi zati onal goals. A | eaderodos compete
and better performandeom subordinates, making their work more effective (House,
1988).

The Building Bonds competence epitomizes stars in fields like engineering,
computer science, biotechnology, and other knowledge work fields in which networking
is crucial for success; thestars tend to choose people with a particular expertise or
resource to be part of their networks (Kelley, 1998). Outstanding performers with this
competence balance their own critical work with carefully chosen favors, building
accounts of goodwill witipeople who may become crucial resources down the line. One
of the virtues of building such relationships is the reservoir of trust and goodwill that they
establish; highly effective managers are adept at cultivating these relationships, whereas
less effedve managers generally fail to build bonds (Kaplan, 1991).

The Collaboration and Teamwork competence has taken on increased importance
in the last decade with the trend toward tdzamed work in many organizations.
Teamwork itself depends on the colleetil of its members; the most productive teams
are those that exhibit EI competencies at the team level (as Druskat and Wolff discuss in
Chapter Six). And Collaboration is particularly crucial to the success of managers; a
deficit in the ability to work coperatively with peers was, in one survey, the most
common reason managers were fired (Sweeney, 1999). Team members tend to share
moods, both good and ba&advith better moods improving performance (Totterdell,
Kellett, Teuchmann, & Briner, 1998). The pos&ivnood of a team leader at work
promotes worker effectiveness and promotes retention (George & Bettenhausen, 1990).
Finally, positive emotions and harmony on a -topnagement team predict its
effectiveness (Barsade & Gibson, 1998).

Competence Comes in Mdiples

Although there is theoretical significance in showing that each competence in
itself has a significant impact on performance, it is also in a sense an artificial exercise.
In lifed and particularly on the j@bpeople exhibit these competencies inugiags,
often across clusters, that allow competencies to support one another. Emotional
competencies seem to operate most powerfully in synergistic groupings, with the
evidence suggesting that mastery of a fg
superior performance (Boyatzis, Goleman, & Rhee, 2000).

Along with competency clusters comes the notion of a tipping ¢dlme: point at
which strength in a competence makes a significant impact on performance. Each
competence can be viewed along a comtmwof mastery; at a certain point along each
continuum there is a major |leap in pere¢yo
of the competencies that distinguish star performers from average ones, he found a tippi

point effect when people exhibiteexcellence in six or more competencies. McClelland 2
a




argues that a critical mass of competencies above the tipping point distinguishes top from
average performers. The typical pattern is that stars are above the tipping point on at least
six EI competenceand demonstrate strengths in at least one competency from each of
the four clusters.

Thi s effect has been replicated I n
demonstrated that meeting or surpassing the tipping point in at least three of the four El
clustes was necessary for success among-tagél leaders in a large financial services
organization. Boyatzis found that both a high degree of proficiency in several aptitudes
in the same cluster and a spread of strengths across clusters are found amasigahose
exhibit superior organizational performance.

Using information about the profit produced by partners at a large financial
services company, Boyatzis (1999a) was able to analyze the financial impact of having a
critical mass of strengths above the tqgppoint in different El clusters. At this company,
strengths in the Sekwareness cluster added 78 percent more incremental profit; in the
SeltManagement cluster, 390 percent more profit, and the Relationship Management
cluster, 110 percent more. Thatremely large effect from strengths in the Self
Management competencies suggests Otusing i mp
abilities such as setfiscipline, integrity, and staying motivated toward gdédisr
individual effectiveness.

Organizationsand individuals interface in ways that require a multitude of El
abilities, each most effective when used in conjunction with others. Emotional Self
Control, for instance, supports the Empathy and the Influence competencies. Finding a
comfortable fit betwen an individual and an organization is easier when important
aspects of organizational culture (rapid growth, for example) link to a grouping of
competencies rather than a single competency.

Other researchers have reported that competencies operatbetogetan
integrated fashion, forming a meaningful pattern of abilities that facilitates successful
performance in a given role or job (Nygren & Ukeritis, 1993). Spencer and Spencer
(1993) have identified distinctive groupings of competencies that tetypifg high-
performing individuals in specific fields, including health care and social services,
technical and engineering, sales, client management, and leadership at the executive level.

El Leadership, Climate, and Organizational Performance

lhaveidi cated how EI can affect an indiyv
how does it affect organizational success overall? The evidence suggests that emotionally
intelligent leadership is key to creating a working climate that nurtures employees and
encairages them to give their best. That enthusiasm, in turn, pays off in improved
business performance. This triciddewn effect emerged, for example, in a study of CEOs
in U.S. insurance companies. Given comparable size, companies whose CEOs exhibited
more H competencies showed better financial results as measured by both profit and
growth (Williams, 1994).

A similar relationship between El strengths in a leader and business results was
found by McClelland (1998) in studying the division heads of a glawal ind beverage
company. The divisions of the leaders with a critical mass of strengths in EI competencies
outperformed yearly revenue targets by a margin of 15 to 20 percent. The divisions of the
leaders weak in El competencies underperformed by abewatine margin (Goleman,
1998Db).

The relationship between EI strengths in a leader and performance of the unit Ilé%
appears to be mediated by the climate the leader creates. In the study of insurance CEQs,




for example, there was a significant relationshipveen the El abilities of the leader and
the organizational climate (Wil liams, 1
ability to do their jobs well. Climate indicators include the degree of clarity in
communi cati on; t he d dity inedeing oh&ir jabsn phility yoe e s 6
innovate, and ownership of and responsibility for their work; and the level of the
performance standards set (Litwin & Stringer, 1968; Tagiuri & Litwin, 1968). In the
insurance industry study, the climate created byOE€Emong their direct reports
predicted the business performance of the entire organization, and Hqtlaréers of the

cases climate alone could be used to correctly sort companies by profits and growth.

Leadership style seems to drive organizationgbp@ance across a wide span of
industries and sectors and appears to be a crucial link in the chain from leader to climate
to business success. A study of the heads of-fadyschools in the United Kingdom

D 9

suggests that leadership style drove up stsdént academi ¢ achi eveme

affecting school climate. When the school head was flexible in leadership style and
demonstrated a variety of EI abilities,
grades higher; when the leader relied ondie®l competencies, teachers tended to be
demoralized and students underperformed academically (Hay/McBer, 2000). Effective
school leaders not only created a working climate conducive to achievement but were
more attuned t o t e a pdrteofdirbate@am orgamipationabheath o f
as clarity of vision and level of teamwork.

The benefits of an understanding and empathic school leader were reflected in the
teacherstudent relationship as well. In a related foHapr analysis, Lees and Barnard
(1999) studied the climates of individual classrooms, concluding that teachers who are
more aware of how students feel in the classroom are better able to design a learning
environment that suits students and better able to guide them toward succdsstsTeac
who have a leader who has created a positive school climate will be better equipped to do
the same in their own classrooms. Indeed, several dimensions of school climate identified
in the earlier study correspond to dimensions of classroom climatengtance, clarity
of vision in a schoolds purpose parallel
yet realistic performance standards for teachers translate into like standards for students.

A similar effect of Eibased leadership on climate daperformance was
demonstrated in a study of outstanding leaders in health care (Catholic Health
Association, 1994). For this study, 1,200 members of health care organizations were
asked to nominate outstanding leaders based on criteria such as orgaalizatio
performance and anticipation of future trends. The members were then asked to evaluate
the effectiveness of the nominees in fifteen key situations that leadedsdammng them
organizational change, diversity, and institutional integrity. The studsafed that the
more effective leaders in the health care industry were also more adept at integrating key
El competencies such as Organizational Awareness and relationship skills like persuasion
and influence.

The link between EI strengths in a leader anth e or gani zat i ono{(
important for El theory. A Hay/McBer analysis of data on 3,781 executives, correlated
with climate surveys filled out by those who worked for them, suggests that 50 to 70

percent of empl oyees 6 dirkeddcoghe Elichanactedsticseio r k |

the leader (Goleman, 2000b). Research drawing on that same database sheds light on the
role of El competencies in leadership effectiveness, identifying how six distinct styles of

El-based leadership affect climate. Fatyle the visionary (sometimes called the <g
Aaut horitativeo), t he affi | idagenerallg drivet hl€)
climate in a positive direction. Two styfiegshe coercive and the pacesetbnggnd to §
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drive climate downward, particularly wheraliers overuse them (though each of these
two can have positive impact if applied in appropriate situations). Table 3.1. summarizes
these effects.

Figure 3.1. A FRAMEWORK OF EMOTIONAL COMPETENCIES

Leadership Style

Coercive Authoritative  Affiliative Democratic Pacesetting Coach
When Inacrisis,to When change To healriftsin To build buyin To get quick results To help an
. kick-start a requiresanew a team or to or consensus, o from a highly employee
Appropriate turnaround, vision, or motivate to get valuable motivated and improve
or with  when a clear during input from competent team. performance
problem direction is stressful employees. or develop
employees needed times. long-term
strengths.
Objective Immediate  Mobilize Create Build Perform tasks to ¢ Build
compliance others to harmony commitment high standard. strengths for
follow a through the future.
vision. participation.
Impact on Strongly Most strongly Highly Highly positive.  Highly negative. Highly
Climate negative. positive. positive. positive.
El Drive to Self Empathy, Collaboration; Conscientiousness; Developing
Competencies achieve; confidence; building team leadership drive to achieve; others;
initiative, empathy; bonds; communication. initiative. empathy;
emotional change conflict emotional
self-control. catalyst. management. self
awareness

Visionary leaders are empathic, setinfident, and often act as agents of change.
Affiliative leaders, too, are empathic, with strengths in building relationships and
managing conflict. The democratieader encourages collaboration and teamwork and
communicates effectivedy particularly as an excellent listener. And the coaching leader
is emotionally seHaware, empathic, and skilled at identifying and building on the
potential of others.

The coercie leader relies on the power of his position, ordering people to execute
his wishes, and is typically handicapped by a lack of empathy. The pacesetting leader
both sets high standards and exemplifies them, exhibiting initiative and a very high drive
to acheved but to a fault, too often micromanaging or criticizing those who fail to meet
her own high standards rather than helping them to improve.

The most effective leaders integrate four or more of the six styles regularly,
switching to the one most appragie in a given leadership situation. For instance, the
study of school leaders found that in those schools where the heads displayed four or more
leadership styles, students had superior academic performance relative to students in
comparison schools. Ischools where the heads displayed just one or two styles,
academic performance was poorest. Often the styles here were the pacesetting or coercive
ones, which tend to undermine teacher morale and enthusiasm (Hay/McBer, 2000).

Among life insurance comparGEQOs, the very best in terms of corporate growth
and profit were those who drew upon a wide range of leadership styles (Williams, 1994)%
o




They were adept at all four of the styles that have a positive impact on éiwviatenary,
democratic, affiliative, ah coaching matching them with the appropriate
circumstances. They rarely exhibited the coercive or pacesetting styles.

Granted, the factors influencing organizational performance are diverse and
complex. But the EI theory of performance at the colled@vel predicts positive links
between EIl leadership, organizational climate, and subsequent performance. Hay/McBer
data indicate not only that fblased leadership may be the most important driver of
climate but also that climate in turn may account fot®80 percent of organizational
performance (Goleman, 2000b). If these data are borne out, the implications are greatly
supportive of employing El as a criterion for selection, promotion, and development: such
an application becomes a competitive strategy.

Implications for the Future: El and Higher Education

Given the value of the personal and organizational effectiveness-lodsgt
capabilities, there is a <clear need to
functions. Organizations need toérfor emotional intelligence along with whatever other
technical skills or business expertise they are seeking. When it comes to promotions and
succession planning, EI should be a major criterion, particularly to the extent that a
position requires leadehip. When those with high potential are being selected and
groomed, El should be central. And in training and development, EI should again be a
major focus.

However, because EI competencies entail emotional capacities in addition to
purely cognitive abities, modes of learning that work well for academic subjects or
technical skills are not necessarily well suited for helping people improve an emotional
competence (Goleman, 1998b). For this reason the Consortium for Research on
Emotional Intelligence i®rganizations has summarized empirical findings on the mode
of learning best for emotional competencies and formulated guidelines for their effective
development. The consortium has posted a technical report on its Web site
(www.eiconsortium.org) and haedtered a book for HR professionals on how to make
training in EI skills most effective (Cherniss & Adler, 2000).

Given our new understanding of the crucial role emotional competence plays in
individual, group, and organizational success, the implicdtioeducation is clear: We
should be helping young people master these competencies as essential life skills. There
are already numerous schdmsed programs in the basics of El, programs that deliver
social and emotional learning (SEL). The Collaborative Social and Emotional
Learning has vetted the best models, and acts as a clearinghouse for these programs
through its Web site (www.casel.org).

But as of this writing, when it comes to preparing young people in the essential
emotional intelligence sks that matter most for their success in the workplace, for
piloting their careers, and for leadership, we face a serious gap. The SEL programs cover
the early school years but not higher education. Only a scattered handful of pioneering
SEL courses existt the college or professional level. And yet the data showing the crucial
role EIl skills play in career success make a compelling case for reenvisioning higher
education in order to give these capabilities their place in araglided curriculum.

Giventhat employers themselves are looking for El capacities in those they hire,
colleges and professional schools that offered appropriate SEL training would benefit
both their graduates and the organizations they work for. The most fettwakdhg O
educatorswill, 1 hope, recognize the importance of emotional intelligence in highe

education, not just for the students, n®PIl
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Primal Leadership: Theidden Driver of

GreatPerformance
by Daniel Goleman, Richard E. Boyatzis, and AnkicKee

From the December 2001 issue of Harvard Business Review

When the theory of emotional intelligence at work began to reeedespread attention,

we frequently heard executives 8aiy the saméreath, mindyod A That 6 s | ncr e
and, 0 Wadwhthatdleblvoengk. 6 They were responding
an incontrovertible linb et ween an executiveds emoti ona
capabilities as seliwarenesand empathy, and his or her financial performance. Simply

put, theresearcnrs howe d t h a td thatgsp ensbtiorglly ynlligent men and
womerd® finish first.

Webve recently compiled two years of new
kind of reaction. People williButrtsof exal
We found that of all the elements affecting botttine performance, the importance of

thel eader 6s mood and its attendant behavio
ofachain reaction: The | e atdeemoddsandarbelavoura n d
of everyone else. A cranky and ruthless boss creates a toxic organization filled with
negative underachievers who ignore opportunities; an inspirational, inclusive leader
spawnsacolytes for whom any challenge is surmountable. firfa link in the chain is
performance: profit or loss.

Our observation about the overwhel ming i
call it, is not a wholesale departure from our research into emotional intelligence. It does,
however, represerd deeper analysis of our earl i ef
intelligence creates a certain culture or work environment. High levels of emotional
intelligence, our research showed, create climates in which information sharing, trust,
healthy risktaking, and learning flourish. Low levels of emotional intelligence create
climates rife with fear and anxiety. Because tense or terrified employees can be very
productive in the short term, their organizations may post good results, but they never
last.

Our investigation was designed in part to look at how emotional intelligence drives
performancd in particular, at how it travels from the leader through the organization to
bottoml i ne results. AWhat mechanism, 0O ewe as
that question, we turned to the latest neurological and psychological research. We also
drew on our work with business leaders, observations by our colleagues of hundreds of
leaders, and Hay Group data on the leadership styles of thousands of exeEubives

this body of research, we discovered that emotional intelligence is carried through an
organi zation | i ke electricity through wi
literally contagious, spreading quickly and inexorably throughoubtiseness.

Webl |l discuss the science of mood contag
key implications of our finding. | f a |
indeedsuch potent drivers of b uestasibeve would uc c e
even sayhis primal task is emotional leadership. A leader needs to make sure that not
only is heregularly in an optimistic, authentic, higimergy mood, but also that, through

his chosermctions, his followers feel and act that way, fdanaging for financial results, O)
then, beginswith the leader managing his inner life so that the right emotional andd

behavioural chaineaction occurs. chcs

a &

T C

my

k €

D



Managing oneds inner |ife iIs not easy, 0
challenge. Ad accurately gauging how oneds em
difficult. We know of one CEO, for example, who was certain that everyone saw him as
upbeat andeliable; his direct reports told us they found his cheerfulness strained, even
fake, andhisdeci si ons errati c. (We call this ¢
implication is thatprimal leadership demands more than putting on a game face every
day. It requires aexecutive to determine, through reflective analysis, how his emotional
leadeship drivesthe moods and actions of the organization, and then, with equal
discipline, to adjust hibehaviour accordingly.

That s not t o say t hdaytor weekaldfe magpens. &mdéotir h a
researcli o e s ndt suggest otbéhightpitchen ordonstodp optnsistidy a v e
sincereand realistic will do. But there is no escapthg conclusion that a leader must

first attendto the impact of his mood and behaviobkesfore moving on to his wide
panoply ofother critical responsibilite In this article,we introduce a process that
executives can follow to assess how others experiencelehdirship, and we discuss
ways to calibrate that | mpacendBuof feéemnsd
the workplace, how the braimorks to make moods contagioas)d what you need to

know about CEO disease.
No Way! Yes Way

When we said earlier that people wildl I i
way, 0 we werendét joking. The f acostneves , t h
discussed in the workplace, let alone in the literature on leadership and performance. For
mo s t peopl e, Aimoodo feels too personal
candidabout personal mattérswitness the Jerry Springer Show and it§ ilke are also
themost egal |l y bound. We candét even ask the

aboutame x ecuti veds mood or the moods he <cre
as annvasion of privacy.

We also might avoid talking about a leesdé s e mot i onal style an
frankly, the topic feels soft. When was

as part of her performance appraisal? You may have alludedté Y o u r wor k
hindered byan often negaoi veYper sepet halsueiisdsm i S
unlikely you mentioned mood outright, let alone discussed its impact on the
organi zationds results.

And yet our research undoubtedly wil!/l el
knows how muanmbtional sthte drices pedosmance because everyone has
had,at one time or another, the inspirational experience of working for an upbeat manager
orthe crushing experience of toiling for a s@pirited boss. The former made everything

feel possible, ands a result, stretch goals were achieved, competitors beaten, and new
customers won. The | atter made work grue
ot her parts of the organization became 0
another, ad customers slipped away.

Our research, and research by other social scientists, confirms the verity of these
experiences. (There are, of course, rare cases when a brutal boss produces terrific results.
We explore that dynami cBoisns etsh eWhso dWibna.ro )n
aretoo numerous to mention here but, in aggregate, they show that when the leader is in
a happy mood, the people around him view everything in a more positive light. That, @
turn,makes them optimistic about achieving thggials, enhances their creativity and the (Q
efficiency of their decision making, and predisposes them to be helpful. Researctgﬁi’
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Those Wicked Bosses Who Win

Everyone knows of a rude ardercive CEO who,
by all appearances, epitomizes thetithesis of
emotional intelligenceyet seems to reap great
| f

much, how can we explain thoseeanspirited,

businessr e sul t s . a | ead

successful SOBs?

First, |l etds t adusthezauselao
particular executive ithe most visible, he may not
actually lead the company. A CEO who heads a
conglomerate may have no followdrs speak of;
hi s
affectprofitability.

i tos d io a&ctively leadh pedple and s

Second, sometimes an SOB leader &@engths
that counterbalance haustic behavior, but they
d o ratirdact as much attention in thasiness press.
In his early days aGE, Jack Welch exhibited a
stronghand at the helm as he undertookadical
company turnaround. At thaime and in that
si tuat i onfirm, bedownh syle was
appropriate What got less press was how Welch
subsequently settled into a moremotionally
intelligent leadershipstyle, epecially when he
articulated anew vision for the company and

mobilized people to follow it.

Those caveats a s i dtleose
infamous corporate leaders whseem to have
achieved sterlingbusiness results despite their
brutishapproaches to learship. Skepticsite Bill
Gates, for example, adeader who gets away with
a harshstyle that should theoreticalljamage his

company.

But our leadership model, whiclshows the
effectiveness of specificleadership styles in
specific situations, puts Gae s 6 s
negative behaviors in a different ligii©ur model
inthe HBR article

is explained in detail

conducted by Alice Isen at Cornell in 1999, for
example, found that an upbeat environnfesters
mental efficiency, making peoplestber at taking
in and understandinginformation, at using
decision rules in complex judgments, and at being
flexible in theirthinking. Other research directly
links mood and financial performance. In 1986, for
e Ingtancey, Mgriin Sgligman. and Petey Schulmin
the University of Pennsylvanidemonstrated that
i nsurance agent s wf huol |
outlook were far more ablehan their more
pessimistic peers to Persist despite rejections, and
S fhiis, | &YX cded MBrBsales. (For more
information on thesetsgdies and a list of our
research base, visitww.eiconsortium.org

Many leaders whose emotional styles create a
dysfunctional environment are eventuafiyed.

( Of cour se,
results are.)
Just as a bad mood can tbened around, so can
the spread of toxi¢eelings from an emotionally
inept leader. Aook inside the brain explains both
why andhow.

The Science of Moods

A growing body of resarch on the humahrain
proves that, for better or worse,e ader s 6
affect the emotions of theeople around them. The
reason for that liem what scientists call the open
loop nature oft h e brainés [
emotional centre. A closedoop system is self
regulating,whereas an opeloop systendepends
on external sources to managseelf. In other
words, we rely on connectiomgth other people to
determine our moods.

! eTthé) ospeﬂgcfptlimblbc%fs{(em vtvaos a winnirgesign
in evolution because itet peoplecome to one
another 6s
for example, to soothieer crying infant.

The operdoop design serves the samearpose
today as it did thousands of yeago. Research in
intensive care units hahown, for example, tha
the comfortingoresence of another person not only
lowerst he patientdés bl ood
the secretion of fatty acids that block arteries.
Another study found that three or mareidents

S U p|p gftntethidelstress within a year (Btample, serious

Bbad

t h areaBom; pooa r e |
toBendt thatiway. d o e
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http://www.eiconsortium.org/

the death rate isocially isolated middle
aged men, but it haso impact on the
death rate of men withmany close
relationships.

Scientists describe the open loop

Ai nterpersonal ; dne
person transmits signals that can alte
hormonelevels, cardiovascular functions
sleep rhythms, even immune functions
inside thebody of anot h
couples are abldgo trigger surges of
oxytoci n i lrains,areatinga
pleasant,affectionatefeeling. But in all
aspects of social life, ouphysiologies
intermingle. Our limbics y st e mé
loop design lets other peopdkange our
very physiology and hence, oamotions.

Even though the open loop is so muck:
part of our lives, warsual | vy d
the process. Scientists have captured f{
attunement of emotions in the laborato
by measuring the physiologysuch as
heart ratd of two people sharing a goo
conversation As the interaction begins
their bodies operate at differeritythms.

But after 15 minutesthe physiological
profiles of their bodies look remarkabl
similar.

AfLeader shiRe sTulatts ,®e twshi c
the Marchd April 2000 isthe

achievementiriven leader parexcellence, in an

issue.) Gates

organzation that hasherrypicked highly talented
and motivated people. His apparenthjharsh

leadership styi@ baldly challenging employees to
surpass their past performanéecan be quite
effective when employees acempetent, motivated,
and need little direciond all characteristics of

Mi crosoftds engineers.

I n short, it s ¢#larguetgaiost e a
the importance deaders who manage their moods by
citing a Ar ough aahededdgoodu g h
business resultdespite his bad behaviai/e contend

that there are, of course, exceptidoghe rule, and

that in some specifibusiness cases, an SOB boss
resonates just fine. But in generldaders who are
jerks must reform oelse their moods and actions will

eventually catch up with them.

Researchers have seen again and again how emotions spread irresistibly in this way
whenever people are near one another. As far back as 1981, psychologvstisl Ho
Friedman and Ronald Riggio found that even completely nonverbal expressiveness can
affect other people. For example, when three strangers sit facing one another in silence
for a minute or two, the most emotionally expressive of the three transmits hisr

mood tothe other twé without a single word being spoken.

The same holds true in the office, boardroom, or shop floor; group members inevitably

Acatcho feelings

from

one another. Il n 20

Richard Saavedrat the University of Michigan found that in 70 work teams across
diverseindustries, people in meetings together ended up sharing thdxadks good and

badd within two hours. One study asked teams of nurses and accountants to monitor
theirmoods over weeksesearchers discovered that their emotions tracked together, and

theywer e | argel vy

i ndependent

of each t eam

individuals, ride emotional roller coasters, sharing everything from jealousy to angst to
euphoria. (A god mood, incidentally, spreads most swiftly by the judicious use of

humourF o r mor e on

t hi

S , see the sidebar
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Moods that start at the top tend to move the
Smile and the World Smiles with You fastest because everyone watches the boss.

They take their ewtional cues from him.
Remember that ol thrfronhthectit®? IEWe nnowh eéoot he bodsfer i s nd
As we 6 v emoa feantagion is a real neurological | €xample, the CEO who works behind closed
doors on an upper flodrhis attitude affects
the moods of his direct reports, and a domino
effect ripples throughout the company.

phenomenon, but not all emotiospread with the same
ease. A 1999tudy conducted by Sigal BarsadéhatYale

School of Managemenshowed that, among working
groups, cheerfulness and warmth spreadsily, while Call That CEO a Doctor

irritability caught on lesso, and depression least of all. | f the | eader ds mood i

or she had better get into a good one, right?

It should come as no surprise tHatghter is the most ) '
Yes, but the full answer is more complicated

contagious of alemotions. Heang laughter, we find it

than that. A |l eader 6s
almost impossible not to laugh & mi | e, t oo. impTaBtaoh %érformance when it is upbeat.
because some of oubr ai n Glsop oirpuésn are But it must also be in tungith those around
designed to detect smiles alagighter, making us respond him. We call this dynamic resonance. (For
in kind. Scientists theorize that this dynamias hardwired more on this, see the

into ourbrains ageago because smiles and laughter &ad Carefully.o)

way of cementing alliances, thuselping the species We found that an alarming number of

survive. leaders do not really know if they have
resonancevith their organizations. Rather,

The main implication here for leadamdertaking the they suffer from CEOdi seas e; it

primal task ofmanaging their moods and the moods unpleasans y mpt om i s the su

others is this: Humour hastens #peead of an upbeat total ignorance about how his mood and

climate. Butliket he | eader 6s mood i n? i%”ﬁéppﬁﬁf,toh@mo%r gani zatio
d

must resonat e wicdltireandits or gatnl za_att i olneo%lder S . donot ¢
perceived; most do. But thewcorrectly

_ assume that they can decipher sthi
contagious when theyoer ge jpformation themselves. Worse, they think
that if they are having a negative effect,

reality. Smiles antaughter, we would posit, are only

someone will tell them
As one CEO in our research explains, #Al s
put my finger on it, because no orseactually lying to me. But | can sense that people
arehi ding information or camoufl aging key
tellingme everything | need-gtuesksnaw.. 0l 6 m al w
People donodot tell | thear énsotiopal inpgae forwrtary keasons.r u t

Sometimes they are scared of being the bearer of bad revesgetting shot. Others feel

iti sndt their place to comment on such a g
they really wantto talk abouts t he ef fects of Otthatdeelstecad er
vague. What ever the reason, the CEO canb
him the full picture.
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Taking Stock

The process we recommend for se

discovery and personal reinvention
neither newfangled nor born of pop
psychology, like so many setielp
programs offered toexecutives today.
Rather, it is based on three streams
research into how executives gerprove
the emotional intelligence capabilitie

most closely linked to efctive
leadership(Information on these researc
streams can also be found

www.eiconsortium.org.) 1989, one of
us (Richard Boyatzis) began drawing ¢
this body of research to design tfne-
step process itself, and since the
thousands of execut¢ have used i
successfully.

Unlike more traditional forms of
coaching, our process is based on br
Sci ence. emotiopatskikdothe ¢

attitude and abilities with which someor
approaches life and wadk are not

genetically hardwired, like eye calpand

skin tone. But in some ways they might
well be, because they are so deej
embedded in our neurology.

A personds emotio
have a genetic component. Scientists h:
discovered, for instance, the gene f
shynes8 which is not anood, per se, but
it can certainly drive a person toward
persistently quiet demeanour, which mi
bereadasadowno mood.
are preternaturally joly that is, their
relentless cheerfulness seems
preternatural until you meet their pepy
paren s. AS one exec.!
know is that ever since | was a baby,
have always been happy. It drives sor
people crazyb u t I coul dn
tried. And my brother is the exact san
way; he saw the brigtgide of life, even
duringhisdior ce. 0

Get Happy, Carefully

Good moods galvaniz good performance, but it
d o e s n 6d4ensenfarla éeader to be as chippeaas
blue jay at dawn if sales are tankiongthe business is
going under. Theamost effective executives display
moods andehaviourghat match thaituation at hand,
with a heallhy doseof optimism mixed in. They respect
how other people are feelidageven ifit is glum or
defeated but they alsomodel what it looks like to

moveforward with hope antiumour

This kind of performance, which wmall resonance, is
for all intents andpurposes the four components of

emotional intelligence in action.

Selfawareness perhaps the mosessential of the
emotional intelligence&ompetencies, is the ability to
readyour own emotions. It allows peogieknow their
strengths antimitations and fel confident aboutheir
selfworth. Resonant leaders uself-awareness to
gauge their owmoods accurately, and they intuitively

know how they are affecting others.

Selfmanagement is the ability to control your t
emotions and act withonesty and integsitin reliable

and adaptable ways. Resonant leadére n 0 t I et
occasional bad moodseize the day; they use self
managemernb leaveit outside theoffice or to explain

its source tgpeople in a reasonable manner,tisey
know where it &dowdoogrtmght f|r
last.

Social awarenessincludes the keycapabilities of
empathy andrganizational intuition. Sociallgware

executives do more than senset her peo

Pagﬁ4

o

pl



emotions, they showhat they care. Further, they are
experts at reading the cunts ofoffice politics. Thus,
resonant leadersften keenly understand how their
words and actions make others feahd they are
sensitive enough tohange them when that impact is

negative.

Relationship managementthe last ofthe emotional
intelligence competencies, includes the abilities
communicate clearly andconvincingly, disarm
conflicts, andbuild strong personal bondResonant
leaders use these skills gpread their enthusiasm and

solvedisagreements, often with humor aaddness.

As effectve as resonant leadershipitdgs just as rare.
Most people suffethrough dissonant leaders whose
toxic moods and upsetting behaviowseak havoc
before a hopeful andealistic leader repairs the

situation.

Consider what happened recentlyaat experirental
division of the BBC,the British media giant. Even
thought h e 2 0 Oeditors hasl o

given their best effortmanagement decided to close

groupbo6s

thedivision.

The shutdown itself was bad enought the brusque,
contentious moodnd nanner of the executive sent to
deliver the news to the assembledaff incited
something beyond thexpected frustration. People
becamesnraged at both the decision aride bearer of
the news. The x ecuti veds <cranky
created an atmosphege threateninghat he had to call

security to baishered from the room.

The next day, another executivisited the same staff.

His mood wassombre and respectful, as was his
behaviour. He spoke about themportance of
journalism to thevibrancy of a so@ty and of the
calling that had drawn them all to the field time first

place. He reminded them thato one goes into

Even though emotional skills are partly
inborn, experience plays a major role in
howthe genes are expressed. A happy baby
whoseparents die or who endures physical
abusamnaygrow into a melancholy adult. A
cranky toddler may turn into a cheerful
adult after discovering a fulfilling
avocation. Still,research suggests that our
range of emotionalkills is relatively set by
our mid20s and thatur accompanying
behavioursare, by thattime, deepseated
habits. And therein lies theub: The more
we ad a certain way be it happy,
depressed, or cran@ythe more the
behaviourbecomes ingrained in our brain
circuitry, and the more we will continue to
feel and act that way.

That s why emoti onal
so much for a leader. An emotionally
intelligent leader can monitor his or her
moods through selwareness, change
them for the better through seH
management, understand their impact
through empathy, and act in ways thaost

ot her so moods
j managemeérnit.st s and

The following fivepartprocess is designed
to rewire the brain toward more
emotionally intelligent behaviours The
process begins with imagining your ideal
self and then coming terms with your real
self, as others experience you. The next step
is creating a tactical plato bridge the gap
between ideal and real, and after that, to
Riadlice those actjvities. ftnelydes with
creating a community of colleagues and
familyd call them change enforcers to

keep the process al
steps in more detail.
AWho dotltwabe?0

Sofia, a senior manager at a northern
European telecommunications company,
knew sheneeded to understand how her
emotional leadership affected others.
Whenever she felstressed, she tended to

throug
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communicate poorly and take ove
subor di nsothatthgnbwoold
be done fAright. o
seminars hadndot c

neither had reading management boc with the largereconomictides. He recalled a time tms
or working with mentors. own career when he had been ¢et and how he had

journalism to get rict® as a profession its finances have
always been marginal, job securipbing and flowing

. struggled to find amew positiod but how he had stayed
When Sofia came to us, we asked her - . d

imagine herself eight years from now i
an effective kader and to write ¢  ingetting on witftheir careers.
description of a
woul d she ks kedi.n
would she live? Who would be there
How would it feel staffcheered
consider her deepest values and lofti

dreams and to explain how those ideals

hadbecone a part of her everyday life.

dedicated to the profession. Finalhe wished them well

The reaction from what haoken amangry mob the day

before? When thieesonant leader finished speaking, the

Sofia pictured herself leading her own tigdmit company staffed by ten colleagues. She
was enjoying an open relationship with her daughter and had trusting relationships with
her friends ando-workers She saw herself asrelaxed and happy leader and paagmt
asloving and empowering to all those around her.

In general, Sofia had a low level of salivareness: She was rarely able to pinpoint why
shewas struggling at work and at wWodkimge . Al
r i g ht exeércis&, whick prompted her to picture what life would look life if everything
were goingight, opened her eyes to the missing elements in her emotional style. She was
able to se¢he impact she had on people in her life.

NnWho aomw?20 n

In the next step of the discovery process, you come to see your leadership style as others
do. This is both difficult and dangerous. Difficult, because few people have the guts to
telt he boss or a <coll eague what aude esdcls re
informationcanst i ng or even paralyze. A smal l
always a bad thing: Egdefenceanechanisms have their advantages. Research by Martin
Seligman shows that higlanctioningpeople generally feel more optimisabout their
prospects and possibilitighan average performers. Their rasdored lenses, in fact,

fuel the enthusiasm and energiyat make the unexpected and the extraordinary
achievable. Playwright Henrik Ibsesalled such sell e | usi ons sdothingt a l
mistruths we let ourselves believe in ortieface a daunting world.

But seltdelusion should come in very small doses. Executives should relentlessly seek
the truth about themselves, especially since it is sure to be somewhat diluted when they
hear itanyway. One way to get the truth is to keep an extremely open attitude toward

critiques.Another is to seek out negative feedback, even cultivating a colleague or two to

pl ay ddeocatel 6 s

We also highly recommend gathering feedback from as npaople as possibde ©
including bosses, peers, and subordinates. Feedback from subordinates and peers3s
o
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especialyh el pf ul because it most accurately p
and everseven years out, according to research by Glenn blglv Utah State and
Richard Beattyat Rutgers University.

Ofcourse,36@l egr ee feedback doesnodot specifical
actions, and their impact. But it does reveal how people experience you. For instance,
when people rate how Weou listen, they are really reporting how well they think you

hear them. Similarly, when 3&fegree feedback elicits ratings about coaching
effectiveness, the answers show whether or not people feel you understand and care about
them. When the feedbacincovers low scores on, say, openness to new ideas, it means
that people experience you as inaccessible or unapproachable or both. In sum, all you
needto know about your emotional impact is in 3@@gree feedback, if you look for it.

One last note on thisecond step. It is, of course, crucial to identify your areas of
weaknessBut f ocusing only on your weaknesses
as importantmaybe even more so, to understand your strengths. Knowing where your
realselfoverlapswith your ideal self will give you the positive energy you need to move
forward to the nexstep in the procedsbridging the gaps.

AHow do | get from here to there?o0

Once you know who you want to be and have compared it with how people see you, you
need o devise an action plan. For Sofia, this meant planning for a real improvement in
herlevel of selfawareness. So she asked each member of her team at work to give her
feedback 0 weekly, anonymously, and in written fodrabout her mood and
performance and #ir effecton people. She also committed herself to three tough but
achievable tasks: spendiag hour each day reflecting on Herhaviourin a journal,

taking a class on group dynamiasa local college, and enlisting the help of a trusted
colleague aan informal coach.

Consider, too, how Juan, a marketing executive for the Latin American division of a major

integrated energy company, completed this step. Juan was charged with growing the
company in his home country of Venezuela as well as in the eagied a job that

would require him to be a coach and a visionary and to have an encouraging, optimistic
outlook. Yet 360degree feedback revealed that Juan was seen as intimidating and

internallyfocused. Many of his direct reports saw him as a g@duptpossible to please

at his worstand emotionally draining at his best

Identifying this gap allowed Juan to craft pan with manageable steps toward
improvement. He knew he needed to hbisgpowers of empathy if he wanteddevelop

a coaching style, she committed tosarious activities that would let him practitieat

skill. For instance, Juan decided to get to know each of his subordinates better; if he
understood more about who they wer e, he
their goals. l¢ made plans with each employee to meet outside of work, where they might
be more comfortable revealing their feelings.

Juan also looked for areas outside of his job to forge his missin@ lioksexample,
coaching his daught er dng at a tocac azisicentreeBotn  an d
activitieshelped him to experiment with how well he understood others and to try ou@

newbehaviours =
a




Agai n, |l etds | ook at the brain science
behaviourd his approach to work kataken hold over time, without his realizing it.
Bringing them into awareness was a crucial step toward changing them. As he paid more
attention, the situations that arésehile listening to a colleague, coaching soccer, or
talking on the phone to someowho was distraught all became cues that stimulated

him to break old habits and try new responses.

This cueing for habit change is neural as well as perceptual. Researchers at the University
of Pittsburgh and Carnegie Mellon University have shown thateamentally prepare

for atask, we activate the prefrontal codethe part of the brain that moves us into
action. Thegreater the prior activation, the better we do at the task.

Such mental preparation beconpea r t i cul ar |l 'y i mporrepasean whe
old habit with a better one. Aseuroscientist Cameron Carter at tbaiversity of
Pittsburgh found, the prefrontalortex becomes particularly active whenparson
prepares to overcome a habittegponse. The aroused prefrontal comexksthéb r ai n 6 s
f ocus on wlnaped. Withaus thal droudalpa person velenacttried-and

true but undesirable out i ne s : The ex elstantwillwree agdinccut j u s t

off his subordinatea ruthless leader will launch into yet anothatical attack, and so
on. Th a teé@rang agkngla iaso important. Withouie, we literally do not have
the brainpoweto change.

AHow do | make change stick?o

In short, making change last requipgactice. The reason, again, lies in the braitakes
doing and redoing, over and over,lteak old neural habits. A leader muoshearse a

new behaviouruntil it becomesautomatié t h a t i s, unt itheldvad @ s ma

implicit learning. Only then wilthe new wiring replace the old/hile it is best to practice
new behaviors, aguan did, sometimes just envisioning theit do. Take the case of
Tom, an executiveavho wanted to close the gap between his sedfl (perceived by
colleagues andubordinates to be cold and hard driving) arlided self (a visionary
and a coach).

Tomds | earni ng ppatanitiesmhowstep back ahd doachdmigilopegs
rather than jumping down thehroats when he sensed they were wrdiogn also began
to spend idle momenturing his commute thinkanthrough how tdhandle encounters
he would have that dayone morning, while en route to a breakfasteting with an
employee who seemed to bangling a project, Tom ran througtpasitive scenario in
his mind. He askeduestions and listened to be st fully understood the situation
before trying tosolve the problem. He anticipated feelimgpatient, and he rehearsed
how he wouldhandle these feelings.

Studies on the brain affirm the benefitiso mé6s vi suali zation t
something in wid detail can fire the samierain cells actually involved in doing that
activity. The new brain circuitry appears to go through its paces, strengthening
connections, even when we merely repeat the sequence in our minds. So to alleviate the
fears associat with trying out riskier ways of leading, we should first visualize some
likely scenarios. Doing so will make us feel less awkward when we actually put the new
skills into practice.

Experimenting with nevehavioursaand seizing opportunities inside anasde of work 0
to practice ther@ as well as using such methods as mental reh&aesantually triggers A
in our brains the neural connections necessary for genuine change to occur. Even s§,
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lastngc hange doesndt happen t hpoweralgne. Wereedk r i m
as thesong goes, a little help from our friends.

AWho can help me?0

The fifth step in the selfliscovery and reinvention process is creating a community of
supporters. Take, for example, managers at Unilever who formed learning grpapts as

of their executive development process. At first, they gathered to discuss their careers and
how to provide leadership. But because they were also charged with discussing their
dreams and their learning goals, they soon realized that they were itigdusth their

work and their personal lives. They developed a strong mutual trust and began relying on
one another for frank feedback as they worked on strengthening their leadership abilities.
When this happens, the business benefits through strongérnpence. Many
professionals today have created similar groups, and for good reason. People we trust let
ustry out unfamiliar parts of our leadership repertoire without risk.

We cannot improve our emotional intelligence or change our leadership stytitwith
helpfrom others. We not only practice with other people but also rely on them to create
a safeenvironment in which to experiment. We need to get feedback about how our
actionsaffect others and to assess our progress on our learning agenda.

In fact, perhaps paradoxically, in theel-directedlearning process we draw on others
every step of the wayfrom articulating andefining our ideal self and comparing it with
the reality to the final assessment taffirms our progress. Our relationships offisrthe
very context in which we understaadr progress and comprehend the usefulobahat
webre | earning.

Mood over Matter

When we say that managing your mood and the moods of your followers is the task of
pr i mal |l eader shi p, vguggest éhat maod s bllythatdnatter§.tAs me
wedbve noted, your actions are critical,
the organization and with reality. Similarly, we acknowledge all the other challenges
leaders must conquirfrom strategytohr i ng t o new product de
|l ong dayods wor k.

But taken as a whole, the message sent by neurological, psychological, and organizational
research is startling in its clarity. Emotional leadership is the spark that ignites a
C 0 mp apenodnance, creating a bonfire of success or a landscape of ashes. Moods
matter thatnuch.

A version of this article appeared in the December 2001 issue of Harvard Business
Review.

Daniel Golemanis Co-Director of the Consortium for Research on Emotionallligence in
Organizations at Rutgers University,-aothor of Primal Leadership: Leading with Emotional
Intelligence, and author of The Brain and Emotional Intelligence: New Insights and Leadership:
Selected Writings. His latest book is A Force For GoddeT Dal a i Lamads Visio

Richard E. Boyatzisis Distinguished University Professor, a Professor in the Departments of
Organizational Behavior and Psychology Cognitive Science at Case Western Reserve University.

Annie McKee is a senior fellow tathe University of Pennsylvania, director of the PennCLO

Executive Doctoral Program and the founder of the Teleos Leadership Institute. She is the author
of Primal Leadership with Daniel Goleman and Richard Boyatzis as well as Resonant Leaders@g
and Becming a Resonant Leader. Q
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Structured Training Module: Leadership, Team Building and Performance Enhahncemen

Questionnaire 2

Johari Window Questionnaire

Instructions:

A Ccarefully read each numbered item
A Assign a point value to the A and
A The tot al p o0 adddd togethériséve Gor A and B
A I'f statement A is most similar to

A 1f A is not wholly satisfactory,
and 1 or 2 for B.
A The conver se ik$fortBrand®forAahdsBoni s bes

1) If a friend of mine had a "personality conflict" with a mutual acquaintance of ours with
whom it was important for him/her to get along, | would:

A. Tell my friend that | felt s/he was patrtially responsible foy problems with
this other person and try to let him/her know how the person was being affected by
him/her.

B. Not get involved because | wouldn't be able to continue to get along with both
of them once | had entered in any way.

2) If one of my friends and | had a heated argument in the past and | realized that s/he
was ill at ease around me from that time on, | would:

A. Avoid making things worse by discussing his/her behaviour and just let the
whole thing drop.

B. Bring up his/her behdour and ask him/her how s/he felt the argument had
affected our relationship.

3) If a friend began to avoid me and act in an aloof and withdrawn manner, | would:

A. Tell him/her about his/her behaviour and suggest that s/he tell me what was on
his’lher mind.

B. Follow his/her lead and keep our contact brief and aloof since that seems to be
what s/he wants.

4) If two of my friends and | were talking and one of my friends slipped and brought up
a personal problem of mine that involved the otinend, of which s/he was not yet
aware, | would:

A. Change the subject and signal my friend to do the same.

B. Fill my uniformed friend in on what the other friend was talking about and
suggest that we go into it later.
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Structured Training Module: Leadership, Team Building and Performance Enhahncemen

5) If a friend of mhe were to tell me that, in his/her opinion, | was doing things that made
me less effective than | might be in social situations, | would:

A. Ask him/her to spell out or describe what s/he has observed and suggest changes
I might make.

B. Resenhhis/her criticism and let him/her know why | behave the way | do.

6) If one of my friends aspired to an office in our organization for which | felt s/he was
unqualified, and if s/he had been tentatively assigned to that position by the leader of our
group, | would:

A. Not mention my misgivings to either my friend or the leader of our group and
let them handle it in their own way.

B. Tell my friend and the leader of our group of my misgivings and then leave the
final decision up to them.

7) If | felt that one of my friends was being unfair to me and his/her other friends, but
none of them had mentioned anything about it, | would:

A. Ask several of these people how they perceived the situation to see if they felt
s/he was being unfair.

B. Not ask the others how they perceived our friend, but wait for them to bring it
up with me.

8) If 1 were preoccupied with some personal matters and a friend told me that | had
become irritated with him/her and others and that | was jumping on dinfidn
unimportant things, | would:

A. Tell him/her | was preoccupied and would probably be on edge for a while and
would prefer not to be bothered.

B. Listen to his/her complaints but not try to explain my actions to him/her.

9) If | had head some friends discussing an ugly rumour about a friend of mine which |
knew could hurt him/her and s/he asked me what | knew about it, if anything, | would:

A. Say | didn't know anything about it and tell him/her no one would believe a
rumour like hat anyway.

B. Tell him/her exactly what | had heard, when | had heard it, and from whom |
had heard it.

10) If a friend pointed out the fact that | had a personality conflict with another friend
with whom it was important for me to get along, | Wbu

A. Consider his/her comments out of line and tell him/her | didn't want to discuss
the matter any further.
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Structured Training Module: Leadership, Team Building and Performance Enhahncemen

B. Talk about it openly with him/her to find out how my behaviour was being
affected by this.

11) If my relationship with a friendds been damaged by repeated arguments on an issue
of importance to us both, | would:

A. be cautious in my conversations with him/her so the issue would not come up
again to worsen our relationship.

B. Point to the problems the controversy wasising in our relationship and
suggest that we discuss it until we get it resolved.

12) If in a personal discussion with a friend about his/her problems and behaviour s/he
suddenly suggested we discuss my problems and behaviour as well as his/her own, |
would:

A. Try to keep the discussion away from me by suggesting that other, closer friends
often talked to me about such matters.

B. Welcome the opportunity to hear what s/he felt about me and encourage his/her
comments.

13) If a friend of minebegan to tell me about his/her hostile feelings about another friend
whom s/he felt was being unkind to others (and | agreed wholeheartedly), | would:

A. Listen and also express my own feelings to me/her so s/he would know where
| stood.

B. Listen, but not express my own negative views and opinion because s/he might
repeat what | said to him/her in confidence.

14)If I thought an ugly rumour was being spread about me and suspected that one of my
friends had quite likely heard it, I would:

A. Avoid mentioning the issue and leave it to him/her to tell me about it if s/he
wanted to.

B. Risk putting him/her on the spot by asking him/her directly what s/he knew
about the whole thing.

15)If I had observed a friend in social situationsl ghought that s/he was doing a number
of things which hurt his/her relationships, | would:

A. Risk being seen as a busy body and tell him/her what | had observed and my
reactions to it.

B. Keep my opinion to myself rather than be seen asf@nteg in things that are
none of my business.
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16) If two friends and | were talking and one of them inadvertently mentioned a personal
problem which involved me, but of which | knew nothing, | would:

A. Press them for information about the probkmd their opinions about it.

B. Leave it up to my friends to tell me or not tell me, letting them change the
subject if they wished.

17) If a friend seemed to be preoccupied and began to jump on me for seemingly
unimportant things, and became atéd with me and others without real cause, | would:

A. Treat him/her with kid gloves for a while on the assumption that s/he was having
some temporary personal problems which were none of my business.

B. Try to talk to him/her about it and moout to him/her how his/her behaviour
was affecting people.

18) If | had begun to dislike certain habits of a friend to the point that it was interfering
with my enjoying his/her company, | would:

A. Say nothing to him/her directly, but let himihaow my feelings by ignoring
him/her whenever his/her annoying habits were obvious.

B. Get my feelings out in the open and clear the air so that we could continue our
friendship comfortably and enjoyably.

19) In discussing social behaviour witheonf my more sensitive friends, | would:

A. Avoid mentioning his/her flaws and weaknesses so as not to hurt his/her
feelings.

B. Focus on his/her flaws and weaknesses so s/he could improve his/her
interpersonal skills.

20) If I knew | might beassigned to an important position in our group and my friends'
attitudes toward me had become rather negative, | would:

A. Discuss my shortcomings with my friends so | could see where to improve.

B. Try to figure out my own shortcomings by meifsso | could improve.
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Calculating Your Scores:

Copy your point values from the questionnaire to the appropriate spaces below. Add up
the total points for each column.

Solicits Feedback Willingness to SelfDisclose/
Gives Feedback

2B 1A
3A 4B
5A 6B
TA 9B
8B 11B
10B 13A
12B 15A
14B 17B
16A 18B
20A 198
Total Total
>> to top axis >> to left axis
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Structured Training Module: Leadership, Team Building and Performance Enhahncemen

Willingness to SelDisclose/ Gives Feedback

Charting Your Scores:

A On the top | ine of t h8olicisFaedbackthenldrawa,

vertical line downward.

A On the left |line of t Walingnessatp Pelfliseldsal w,

Gives Feedbackthen draw a line across horizontally (left to right).

Solicits Feedback

0 5 10 15 20 25 30 35 40 45

50

10 A

15 A

20 A

25 A

30 A

35 A

40 4

45 4

50

ma
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The Johari Window: Interpretation

Introduction

The Johari Window, named after the first names of its inventors, Joseph Luft and Harry
Ingham, is one of the most useful models desayikine process of human interaction. A

four paned "window," as illustrated below, divides personal awareness into four different
types, as represented by its four quadrants: open, hidden, blind, and unknown. The lines
dividing the four panes are like windoshades, which can move as an interaction
progresses.

Known to self Not known to self

1 2
Known to | open Blind
others

3 4
Not known | Hidden Unknown
to others

In this model, each person is represented by their own window.

1. The "open" quadranepresents things that both you know about yourself, and that
people know about you. For example, you know your name, and so doof@agues

and friends. Most will know some of your interests and fanmlfprmation. The
knowledge that the window represgncan include not only factuaiformation, but
feelings, motives, behaviours, wants, needs and desires... ing@gdnformation
describing who you are. When you first meet a new person, thefsimeopening of this
first quadrant is not very largsince there has been little tinte exchange information.

As the process of getting to know one another contirthesyindow shades move down

or to the right, placing more information into thyeen window, as described below.

2. The "blind" quadrant repsents things that others know about you, but that you are
unaware of. So, for example, you could be eating at a restaurant, and may have
unknowingly gotten some food onto your face. This information is in the gliadrant
because others can see it, il cannot. If you are told that you has@mething on your

face, then the window shade moves to the right, enlargingpiére quadrant's area. Now,

you may also have blindspots with respect to nahgr much more complex things. For
example, perhaps dag conversations with @lleague you may notice that eye contact
seems to be lacking. You may not senything, since you may not want to embarrass the
person but you may still drawour own inferences that perhaps the person is being
insincere. Then thproblem ishow to get this information out in the open, since it may

be affecting the level of trustthat is developing between people? How can you learn more
about yourself?

Unfortunately, there is no readily available answer. You may notice alségtation on
the part of a colleague and perhaps this may lead to a qu&stnaloping trust is clearly
important.
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3. The "hidden" quadrant represents things that you know about yourself, which others
do not know. So for example, few will know what newspap®u regularly read any
allergies you may have unless you have specifically discussed these issias.
information is in your "hidden" quadrant. As soon as you state that yoallargic to
peanuts you are pulling the window shade down, moviegrttormationin your hidden
quadrant and enlarging the open quadrant's area. Again, thesasaramounts of
information, virtually your whole life's story, which has yet torbeealed to others. As

you get to know and trust others, you will then feelrecomfortable disclosing more
intimate details about yourself. This processis callgdlf-d i scl osur eo.

4. The "unknown" quadrant represents things that neither you nor others knowabout
For example, you may disclose, to a colleague, an unfordeadthat you hatbr your
organisation and you both attempt to understand its significance, awaw@ness may
emerge, known to neither of you before the conversation took @arey placed in new
situations often reveal new information not previoushown to self or others. For
example, occasionally you will meet people who were terrifiespeaiking in public, but
were surprised to learn that in particular situations theuwasknot daunting and when
placed in that situation, not only did the perganformwell but also enjoyed it. Indeed
others attending may have commented thap#reson was shy prior to this event. Thus,
a novel situation can trigger newareness and personal growth. The process can also be
viewed as a game, whettee open quadrd is synonymous with the wiwin situation.
Much, much more has been written on the Johari window model of human interaction.

The process of enlarging the open quadrant is called sealfsclosure a give andake
process between people and those theyaaotewvith. Typically, as you shasmmething
about yourself (moving information from the hidden quadrant into the @eh)f the
other party is interested in getting to know you, they will reciprocatesifojlarly
disclosing information in their hidderugdrant. Thus, an interaction betwéen parties
can be modelled dynamically as two active Johari windows. For exaonemay
respond to your disclosure that you are allergic to peanuts by letting youakoaw a
new treatment for allergiekinds ofinformation in the hidden quadrants.

In the context of an organisation, disclosure is generally healthy. However, Anita Kelly
recently wrote that selfisclosure of personal secrets has its dangers. We aréeften

off not telling secrets regarding osexual behaviour, mental health problemsaoge

scale failures. "If you give people information about yourself, you give them pwser

you," she says. Be forewarned that most secrets get passedaknigast two more
parties. People also misjudgew others respond to secre&d®metimes you get negative
feedback. Now, if you must tell your secret to someone, choose that person very carefully.
Choose someone whose response will give gome insight into your problem.
Unfortunately, such a person aften hard to find. So ifyou cannot find anyone
appropriate, consider this: that keeping secrets is healthiastadul, because it is a way

of managing your identity, and indicates you are securdawel seHcontrol. But it takes
energy, because ydave to be on constant guard noatwidentally reveal something

that is potentially damaginds ones 6 | evel -@dteen develops,been c e
may actively invite others toomment on one's blind spots.

The Johari Window, essentially being a deb for communication, can also reveal
difficulties in this area. In Johari terms, two people attempt to communicate via the open
guadrants. On the simplest level, difficulties may arise due to a lack of clarity in the
interaction, such as poor grammaichpice of words, unorganised thoughts, faldtyic
etc. This induces the receiver to criticise you, the sender, by revealing sontieihivgs
in your blind quadrant. Then, if the feedback works, you correct it immediately,
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perhaps on a more long terpproach undertake a course of study in, say, logic and
business management.

On a deeper level, you may be in a group meeting, and while you secretly sympathise
with the minority viewpoint, you voted with the majority. However, blind to you, you
actuallymay be communicating this information via body language, in conflict with your
verbal message. On an even deeper level you, in an interaction with others, may always
put on a smiling, happy face, hiding all negative feelings. By withholding negative
feelings, you may be signalling to your friends to withhold also, and keep their distance.
Thus, your communication style may seem bland or distantsociety is constructed so

that many of us get very specialised, knowing only a smeallemic field very welivhile

being virtually ignorant of all others. This specialisatioblisding many of us to what

is happening outside our immediate sphere.

Principles of Change within The Johari Window
1. A change in any one quadrant will affect all other quadrants.

2. Threat tends to decrease awareness; mutual trust tends to increase awareness.

3. Forced awareness (exposure) is undesirable and usually ineffective.

4. Interpersonal learning means a change has taken place so that Quadiege, iand

one or more oftte other quadrants has grown smaller.

5. Working with others is facilitated by a large enough areas of free activitymBaiss

more of the resources and skills in the membership can be applieddsktz hand.

6. The smaller the first quadrant, th@oper the communication.

7. There is universal curiosity about the unknown area; but this is held in checstom,

social training, and by diverse fears.

8. Sensitivity means appreciating the covert aspects of behaviour, in Quadrdnt¥/Il.

and repecting the desire of others to keep them so.

9. The value system of a group and its membership may be noted in thekmayns

in the life of the group are confronted.

10. A centipede may be perfectly happy without awareness, but after all, he restricts
himself to crawling under rocks

In summary

A Sdestlobure reduces the hidden area

A Feedback reduces the b
A Together they reduce t

|l i nd ar ea
he unknown ar ea

Useful References:

Ingham, H. and Luft, J. (1955) The JokR@findow: a graphic model for integpsonal
relations Iniversity of California Western Training Lab

Luft, J. (1970, 2nd EdGroup processes; an introduction to group dynanfado Alto,
CA: National Press Books

.Kelly, Anita E. and McKillop, Kevin J. (1996), "Consequences of RevealingRars
Secrets." Psychological Bulletin, v120 (3), pg. 450.

Davies, A., Dick, B. and Hase, S. (1999) The Jokéndow and the dark side of
organisations Southern Cross University
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Juror of the Case

C. 0. Sindhu

Deepak Kejriwal Amitabh Srivastava S. M. Zaheer

Subhash Udghate Hemant Mishra M. K. Raina K. K. Raina

Annu Kapoor Subbiraj Shailendra Goel Aziz Qureshi

EK RUKA HUA FAISLA

Que 1)Map the personality profile of each member andliscuss its impact on their
respective behavior/stand taken.

Ans. 1) The story revolves around twelve male members of a jury who have gathered together
in room to deliberate on charges of murder against a young boy accused of killing his
father. The casegainst the boy looks irrefutable and indomitable. All the jury
members, except orieJuror 8, are convinced that the boy is guilty of the crime. Juror 8
is not completely convinced about the case and he starts the deliberations, in which all
the members he to participate to reach a common conclusion.

Thenature of each character is slowly revealed through the process of the
discussions which reflect their personal beliefs, convictions, notions, idiosyncrasies,
prejudices, and cultural & social backgnals.In this paper | have tried to determine the
personality of each of these characters on the basis of the structure of their personalities
or psychological state at work (I used these parameters which were provided in the
select readings provided to log Prof. Bhupen Srivastava).

9

Juror 1(Deepak Kejriwal) is the appointefbreman of the group who attempts to keep '\g;
the deliberation orderly and procedurkle is the facilitator and the mediator of the &
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discussion and is hence expected to be someone wiheegsli by | ayi ng out

t oos, Ashoul dos and should notos. The m
correctness of the discussion and to stop the group from getting into irrelevant
discussions. He isgerson who is eitheactive by nature oby role and is hence playing

the role of thenitiator . Other active members supported the initiative taken by that
individual.

Juror 2 (Amitabh Srivastavap the timid firsttimer who is easily persuaded and
influenced during tense momentsie trieshard to keep up with the group. He also tries

to keep the discussion peaceful. The charastews a typical passive constructive
personality.Although not an initiator but he was very keen in the discussion and was
constructively taking part. His analyaicskills were very sharp and he came up with a
valid point about the time taken by the one of the withesses (lady witness) to observe the
entire situation. He was more of a follower and the kind of a guy who is influenced by
the majority, more willing taeceive than to give. For the better part of the movie this
character is easily snubbed by the Juror #3. Bahwally, he speaks up about some
evidence that bothered him.

Juror 3 (Pankaj Kapurs the loudmouth, condescending, criticizingmember of tie
group.Though he plays the role of the most dissentaneous character till the end and is
falsely convinced that the accused is the murderer; his-Weantching story of himself

being the father deserted by his only son expounds the reason for hisTsestrained
relationship causes him to feel angry toward all young people, thereby influencing his
vote. As time goes on he becomes more personally involved with the case. He comes
across as #agid proud person who is not open to new data and basesudgment on
archaic material. He does not actively listen to any of the points made by the people in
favor of the accusedie depictsanactive-destructive personality. He is over emotional

and he takes the case very personally. He is extremely active metlision making
process but in a destructive way having an attacking and commanding attitude.

Juror 4 (S.M. Zaheei} the welldressed stockbroker who comes off as conceited and
unemotional. He based his decisions on hardcore facts and adheres tandiles
regulations. He demonstrates agtive constructive personalitypuring the entire
decision making process he is very patient and calihhis statements and comments all

were backed by logic and rationales. He is curt, stoic anéasglired. Althoug he is
marginally biased against the accused but he is open to counter arguments and listened to
them attentively. He proves to be a good team member leading the side who wanted to
prove the accused guilty of all charges.

Juror 5 (Subhash Udghate)comes fom the same slum as the defendant and does not
react well to others prejudicgince he hils from asimilar background he is in a better
position to understand the accused situationseamghthizewith him, than any other in

the jury member. He relies dns logics and rationales ad is finally convinced that the
boy is not guilty only because of the valid points that juror #8 provided. He demonstrates
apassive constructivgpersonality. He actively takes part in the discussions, giving some
valid points elated to the proper use of the switch knife etc.

contributions. He also demonstrates a passive constructive personality. This chara

Juror 6 (Hemant Mishra) plays asecondary rolein the movie, with no substantial O
%L
does not shy away from voicing his pjns and likes tonaintain decorum during the g
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discussions. Initially he was also against the accused but with the rational logics given by
juror #8 he was convinced that the boy is not guilty.

Juror 7 (M.K Raina) very effortlessly demonstrates the rofeaself-centered person

who is more worried about his own comforts and leisure than being fair and detailed. He
shows least concern about the case even though a life was dependehteois ieast

bother about the importance of the decisions takenwighs pect t o t he ac
life. His personal affairs are more important to him than the life of thatH®gnubbed

all the suggestions and throws tantrums every time the group follows an order that is
against his comforts and expectatidds.showno regard to protocols or justice and does

not actively support the decision making process.

Juror 8 (K.K Raina) is thevoice of reason and plays the most crucial role. At the
beginning, he is the only membe andxaflthe he
pressure from the other jury members. By saying that it's not easy for him sentence a boy
to death without even discussing the facts he opens the other jury member's minds to the
possibility that the accused may not be guilty. He is calm,, @ul collected, and is
probably one of the few jury members whidly understand his role as a jury. Along

with this, he approaches the thiadjically, calmly and competentlyby scrutinizing each

and every fact discussed during the trial, so thatthreyad ou bl y sur e t ha
left any loophole during their decision making process.

Juror 9 (Anu Kapoor) is theold and wise juror who proves to be open to difference in
opinions and supports them. He brings along with him loads of wisdom and egperien
which eventually helps the jury members to come to a conclusion regarding a faulty
witness. This character shows a lot of patience but is still agitated due to inappropriate
behaviour on the part of other jurors. His passion for truth and justice drsvdscision
making process and helps him to logically analyse all the facts.

Juror 10 (Subbiraj) is the most etively destructive juror having his original opinions

and prejudices which are biased in nature. He demonstrates a clear cut example of a
persmalized approach leading to destructive behavihs. community biases lead to
many verbal conflicts resulting in an aggressive approach.

Juror 11 (Shailendra Goel)is also one of the characters which show an adult ego state
almost throughout the decisiomaking process. This proves to be a blessing in disguise
for a situation like this wherein there are some elements who do not take their roles
seriously resulting in an aggressive environment which is required to be controlled and
pacified.

Juror 12(Aziz Qureshi) portrays the role of the most indifferent character who is busy
doodling away his time and has agreed to be a member just for the fun and money. He
demonstrates a typical child ego state, which is playful, excited but not serious.

Consequently wean say that each juror had his own personal prejudices and biases,
weaknesses, cultural differences, ignorance and fears that impaired their decision
making skills and cause them to ignore the real issues of the case.

PagB 1
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Que 2) Team has powerful influencen effecting the change in the mindsets (values, belief,

system, attitude, etc.) of its members. Explain giving suitable illustrations from the
film.

Ans. 2) A team can be divided as a group of people having a common vision, carrying out a

specific task byfollowing specific rules and protocols to achieve a common
goal/mission/objective. In this moviE2 jury members are appointed by the court to
discuss the case and reach to a consensus about the final decision of the case.
Systems theorists have long leekd that when individuals "merge into a group”
something new is created. This called the GESTALT effect whichwhgk is much

more powerful and effective than a part. This new entity, although comprised of
individuals, is believed to be "greater thae sum of its parts" and thus the dynamic that

is created within the group is not directly attributed to any one individual but rather the
unique interrelationship between those individuals and the force that this interrelationship
has on group functioning

Written below are the various benefits of teams, observed:

Understanding group dynamics and creating participation and involvelmém: movie,

12 jury members have to reach a consensus. So the consent of every jury member was
required. This requéd an underlined understanding of where the group stood with respect
to trust, disclosure and acceptance. Also everyone was individually asked about their
views and they have to give appropriate reasons. Thus involvement of each and every
member was ther@articipation of each and every member of the group was encouraged.
They were forced to share their point of viewslere also it has been strongly depicted
that the group dynamics play a highly important role in changing the mindset of its
members. Foexample the character played by Pankaj Kapur was very stringent and
stubborn for most of the part of the movie, but the group was successful in changing his
perception regarding the new generation.

Facilitating better group effectiveness by honing evetrg mber 6 s deci si 0
abilities at the beginning of the discussion 11 out of 12 jurors considered the accused to
be guilty of murdering his father. The final decision made later shows that even after so
many sessions in the court many issues wereuledixplored. These were unearthed
during this group task. This helped the group to make a decision considering all the true
facts and hence they were able to make a fair and just decision. Due to this the innocent
boy was realized of all the charges. S@assult of this team work the effectiveness of

the group as well as individual decision making ability increased 12 folds.

Better management and utilization of conflicts by generation of diverse idédke
brainstorming and teamwork helped in expgsall those facts which were not even
thought of during the entire trial and which finally helped in proving the boy innocent.
For example the fact that the lady withess wore spectacles and it would have been difficult
for her to recognize the killer frosuch a far away distance. Or the time taken by the old
man with an injured leg to reach the place where he saw the boy running away from hor&:\el

Q
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There were many instances when many of the jury members contradict each other and
heated arguments usually folled/these conflicts. But at the end everyone came out with
a unanimous decision by accepting their differences and acknowledging to the facts.

Que 3) Describe the major attributes, style and approach of the main protagonist in the

film. lllustrate your res ponse with examples.

Ans. 3) The main protagonist was the Juror #8, played by Mr. K K Raina.

a)

b)

The major attributes, style and approach are discussed below:

Openness and ability to voice opiniongHeis the voice of reason, and the most crucial
charactern the movie. In the beginning, he is the only member of the jury who votes
6not guilty' and withstands pressure fro
he opens the other jury members to the possibility that the accused may not be guilty.

His cdm, cool, and collected demeanor infuses confidence in the audience, and shows
that he is probably one of the few jury members who fully understand his role.

All that Juror 8 wants is to give the accused a fair chance by structurally going forward
with the process of scrutinizing every fact and detail. He is the first to question the
evidence that is brought forward. He went to lengths to prove his point and to convince
people of his opinions. For example, the knife which was the weapon of crime was
supposd to be unique and rare to find. He proved this wrong by buying the same kind
of knife from a local shop. He approaches the trial in a very logical and organized
manner. He stood out due to his ethics, motives, passion for fair and just hearing, and
rational approach.

Believed in Fair and Wise Judgment$ Ethics and Justice:Juror #8 proves to be an
ethicalperson. This is reinforced by the fact that despite of so many ethical dilemmas
encountered by the protagonists, he never budged from his valuesiasdastd

continued lookin forward to a just and fair discussion. For example, even when 11 out
of 12 jury members were against him he did not get intimidated by numbers. He told
them that he was not entirely convinced and considers it ethically wrorgtemse a

boy to such a fate without discussing about the case propesgme parts of the

movie he acts like a counselor too. He tries to convince Juror #3 to think about the case
leaving all prejudices behind.

Logical and Rational Approach: An architect by profession he brings with him a
logical, rational and analytical way of going forward with the procedure. Right from the
beginning he says that he does not know for sure whether the accused is guilty or not, and
neither does he have any valid poittgput forward but all that he wants is a discussion
about the same so that they are able to validate their beliefs. For him sentencing someone
to a death penalty is a huge decision and he would require pure logic and valid reasons to
prove him that theccused deserves such a harsh penalty. He likes to overanalyze the
facts so that every aspect of the problem is studied in detail.

He contributes some very logical and valid counter arguments that were not even thougybt
of by othersFor example the fachat the lady witness wore spectacles and it would hav

been difficult for her to recognize the killer from such a far away distance, or the time%
taken by the old man with an injured leg, to reach the point where he saw the boy runningy
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away from home. Theld man who lived in the apartment exactly below the crime scene,
had heard the accused shouting just few seconds before he heard someone scream and fal
with a thud. He said that he then saw the young boy running from the stairs. All this
according to hintook 1520 sec. But the juror 8 proved that for a person that old, walking
with the help of a stick, cannot reach the staircase in just 15 seconds. In fact he himself
demonstrated that it will take minimum of 41 seconds to reach there.

d) Leadership and Influence: The character demonstrates great leadership skills and
influencing capabilities. Even though in the beginning, he was the only person against 11
jurors, he eventually convinced peofitat the case is not as simple and straight as it has
laid out b be. He tells them that according to him there are variousholgs in the case
which need to be discussed and scrutinized in order to reach a fair judgment. He believes
in logically approaching the discussion and hence convinced everyone to do the same
Being a performer and a through and through hard worker, he devotedly does his studies
the case, the witnesses and the crime scene to come up with amplespvhich will
help them to reach a conclusion about the case. Being the leader that lhelgves in
his gut feeling and follows it right from the beginning till the eH&s greatest strength
was the ability to positively influence others.

e) Finally, this character proves to bg@&getter, and arnnitiator who actively seeks
truth while maiaining a calm, peaceful and pleasant demeanor throughout the
procedure despite of being provoked a number of times. Being an achiever and a
confident man he actively |istens to his
encourages them to thinkérationalize.

Que 4) Outline the lessons learnt from the movie particularly with reference to the role of
group processes and process facilitation in making team an effective medium of
change.

Ans. )The film AEkKk Ruka Hua Hpsyckologydheodes.dmsp | i f i e
tense, compelling film features a group of jurors who must decide the fate of an accused
boy. Initially eleven out of the twelve jurors vote guilty. Gradually, through heated
discussion, the jurors are swayed to aguatty dedsion. Upon examination, the film
highlights social psychology theories in areaattifude change, conformity, and
group process.

1. Attitudinal Change: Persuasion, being a function of attitude, plays an integral aspect
in the intriguing nature of the mm@« Persuasion is the process by which attitudes are
changed. They are the tools through which people persuade others to agree with what
is right and just or apt. There are two ways to persuasion: peripheral and central.

The central route is the processybwhich a person carefully ponders upon a
communication and is eventually influenced by the power of argument. Juror #8 and
Juror #4, both follow this approach towards attitudinal change. Juror #8 appeals for
the accusedqs ithoughd, omaizedeand efucidated vinanndr. He
stipulates his points through empirical evidence and eventually sways the other juror
The centr al route to persuasion c h afsa
businessman uses his curt, stoic and inductive natun@&teca strong, convincing

wn
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argument based on facts. Lastly, Juror #11 applies the central route to persuasion
when he advocates, Agoing deeper, o in r
Theperipheral route of persuasion is characterized by superficiees surrounding

the argument rather than validity of the facts presented in the argument. Juror #10 and
7 display this kind of an approach. Where on one hand Juror #10 very inappropriately
urges other jurors to construe an attitude based on peripkianad and racial cues,

Juror #7 asks them to get away with the decision as soon as possible since there is no
use in discussing the facts as maximum number of them were convinced the boy was
guilty. Through the use of nefactual, environmental cues, the&lks gentlemen

utilizes the peripheral route to persuasion.

Route selection is another component of relevance in the movie. The jurors who care
deeply about the fate of the accused boy, are concerned with justice, take pride in their
intellect regardlessfesocial status, and are involved in discussion susceptible to the
central route.

Those who are not able to understand the complexity of the trial, are distracted and
pressed for time tend to take the peripheral route. This phenomenon is exemplified by
the Juror #10 who complains about his business being interrupted and speaks English
poorly, Juror #7 who urgently wants to make it to the movie theatre and finally by
Juror #3 who is distracted by his own personal rage, brought forth by the young
accused bay

2. Conformity: the film demonstrates the power of social influences and shows us how
prejudices and biases can cloud our decision making capacities. Informational social
influence and normativeocial influenceare the two theories of conformity that can
be studies here. According to informational social influence individuals conform
because they come to a conclusion that
situation at hand is more valid, than their own. This is intensified by the ambiguity
of situation, importance of being correct, time constraints, and presence of those
perceived as experts. Normative social influence is a theory that states the cause of
individual conformity is due to the possibility of appearing deviant.

So it can be seen thdte way a group works can highly influence the working
capacity and the effectiveness of the decisions made by them.

3. Group Process: Social facilitation theory states, presence of others hinders
performance on difficult tasks but enhances performanceasy tasks. Within
the film a meek man of high intellect is left speechless and apprehensive when
approached by the group for a valuation of his opinion. This timidtfimsr
establishes his intellect later in the film but initially, under the scrutirottudrs,
he is unable to come up with viable, valid response. This demonstrates evaluation
apprehension theory, a component of social facilitation. This theory states that the
presence of others will produce social facilitation effects when the audience is
perceived as potential evaluators.

Juror #80s adherence and convi sdcialon t
compensation This character believes in the justice and morality implied withinLD
the constitutional guarantee afforded by the jury psce
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Group polarization is the concept that group discussion generally serves to
strengthen the already dominant point of view. This often leads to risky shift. The
movie initially exemplifies this process but with consistent contempt is suppressed
by Jura #8 and the people who support him.

Hence it becomes imperative for any team to give their team members the

following:-

U Equal and fair chance to voice their opinions i.e. good space for Self
Observation.

0 A welcoming and supporting environment i.e. adwrive environment
for SeltDisclosure.

U Experience trust, acceptance and understanding within the team.

U Vicarious learning i.e. a chance to pick up skills and attitudes from others.

U Good insight to expand sekhowledge.

U0 Share ot her peopéresdidficukies pnel hopes.nc e s

This will indeedmake the team an effective medium of change.
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Handout: PATH TO IMPROVEMENT

281 GTA4aQ az2RSt 2F LyGSyidAazylf

Richard Boyatzis and Daniel Goleman have contributed to our understanding of how
we can be more effective in the ways in which we deal with other people, especially in
the workplace environment.

Goleman focuses on the emotional aspect of our interactioitls @ther people and is
particularly well known for the development of the concept of "Emotional Intelligence
". Boyatzis focuses on the ways in which we can learn new behaviours and attitudes.
His model of intentional change exhibits what he has foundeahe most important
elements in a conscious attempt to change the way we interact with other people.

The diagram below shows a slightly simplified version of Boyatzis' model of intentional
change. It arises out efork byDaniel Goleman and Richard Btaia on Emotional
Intelligence.

Discerning Discovering
your your
self self

Identifying
your strengths
and gaps

Experimenting Crafting your
and practising learning
agenda

Daniel Goleman reads the diagram as five "discoveries":
The first discovery

We discover that there is a discrepancy between the person we believe we are ("my
real self") and the person we want to be ("my ideal self"). Argmenon, situation or
incident brings this discrepancy strongly into our awareness and we discover a felt
need to change.
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The second discovery

If we feel sufficiently motivated to change we "take a look in the mirror” to get a
better sense of who we regllare. This enables us to discover the strengths that we
can build on and the gaps that exist between our current real and ideal selves.

The third discovery

We discover that if our intention to change is to become a reality, we need a plan. We
need to lean new behaviours and improve some of our existing abilities. We need a
personal learning agenda.

The fourth discovery

We discover that we can experiment with new behaviours and practice new skills. By
consciously adopting new ways of doing things and newswof thinking about our
world we actually begin to change.

The fifth discovery

At some point in the process we discover that it is much easier to change ourselves
with the support of people we can trust. Indeed, it may not be possible to achieve that
change without the encouragement of other people who are wiktposed towards

us. In order to change we need to take risks. We discover that to feel able to
experiment and practice we need to feel a measure of psychological safety. We can
find that in suppotive and trusting relationships.
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Day Il (Forenoon) Interpersonal Relations

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time
Methods
Learning Objective: Introduction Questionnaire | 20 min

To create an awares® in the
participants with regard to th Analysis of different | Lecture cum 25 min
different aspects 0 ego states discussion
interpersonal relations.
Analysis of Lecture cum 25 min
Resources required Transactions, discussion
1 Projector and computer | Strokes and Life
f Flipcharts, marker pens | Position

9 PowerPoint Slides

Empathy Lecture& case | 30 min
study.
Trust Game 30 min
Lecture & 20 min
Discussion
150

Instructor Guide
1. Introduction

In this section, participants are to be provided with theoretical knowledgeegdrd to
nature, types and outcomes of various interpersonal relationshipslation with
Transactional Analysis.

2. Analysis of Ego States

In this session Ego States are to balgsed with the help of concrete exampleshe
organisational set up. This session involves the use of a lextorediscussiormethod.

After the analysis of ego status the questionnaire for identifying the samebenay
administered to the participantsdaeir responses scored in accordance thihscoring
schedule provided. The scores are then analysed and interpreterino prouvie the
participants informatiorregarding this relative positionsith regard to different ego
states.

3. Analysis of Transactions

The participants should be made aware of the different types of transasidnas
complementary, crossed and ulterior transactions and arertbearaged to identify their
predominant style of transaction. Then the mexnitd demerits of #ndifferent styles are
evaluated and the need, scope and metfictlanging the styles as and when required is
also discussed.
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4. Analysis of Strokes

Strokes can be considered in the simplest way as forms of re(@@ual®ciations) and
punishments. They oabe either positive or negative andople need them for being
and also for performing. After providing tla@vareness regarding the different stroking
patterns to the participants, they ased to make an evaluation of their stroking patterns
and icentify their meritsand demerits and also to suggest changes, if any, required in
stroking patterns tenhance interpersonal relationships.

5. Analysis of Life Positions

As per the concepts involved in Transactional Analysis, four different types of
Life positions have been identified. They are:

1.1am OK You are OK

2. 1 am not OKYou are not OK

3. I am OK You are not OK

4.1 am not OKYou are OK

The trainer has to provide evaluative information regarding these life positiche
participants and #y should be encouraged to identify their life positiand understand
merits and demerits. The participants are also made to comeitbusuggestions for
changing their life positions in accordance withdperopriation of the situations in order
to erhance interpersonal contracts.

6. Empathy

The trainer should explain O6empathyd. Fo
STM. Then reenforce the idea with the case study. The Case study material will be read
by the participants. The trainer magk the participants to identify empathy traits. The
trainer may encourage the participants to discuss their own examples where they have
been able to demonstrate empathy and where they felt that people around them had been
empathic. (Participants will &b confuse sympathy and empathy. The trainer needs to
explain how they differ).

7. Trust

Start by playing th@rinciplesGame Then, ask what is O0Trus
of trust in work place? What problems do they foresee if there is lack of Tiuet?Ask
whom do they trust and whom do they do not trust?
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QUESTIONNAIRE: EXPLORING YOUR PERSONALITY

Show how frequently you do each of the following behaviours by pla®ihgn(the

proper column opposite each item.

Frequency

Almost
Never

Rarely

Somédimes

Frequently

Very
Frequently

1. I give people rea

2. | feel bad about something (about what
someone did or said to me, or about somethir,
did or said)

3. | expect people to do what | say

4. | send out awpstionnaire or carry out a
survey to get needed information

5. I do what my boss
difficult

6. | feel guilty about something (not getting a
job done on time, coming in late, working too
hard, and so on)

7. | playa hunch without bothering to gather
factual data.

8. | smile at other people (emorkers,
subordinates, customers, superiors, and so ol

9. I suggest that an ill person see the nurse ol
take the rest of the day off.

10. linsist that thigs be done my way.

11. | hear a voice in my head saying somethir]
|l i ke: peDlpbee shoul déé

12. When | know s ome]
when | want it, | repeatedly ask if it might
possible be ready ahead of schedule.

13. I find waysto make a boring task interestin

14. | attend classes, programs, seminars, anc
on, to improve my job skills.

15. I have a feeling that something unusual is
about to happen before it happens.

16. | plan ways to do things that might be
considered harmful, illegal, or unethical.

17. | say (or think) things i k e : wotli\owa

do without me ? 0
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18. I do a little dance step when walking into ¢
friendbébs office or w

19. | correct subordinates when they fail to
perform up to standard

20. | cleverly figure out how to get my own wa
at someone el seds ex

21. | keep calm when in an emotionally charg
atmosphere.

22. | help my ceworkers, subordinates, or bos|
by going a little out of my way to deomething
for them.

23. | feel hurt and go off somewhere to be by
myself.

24. | put people down without thinking.

25. | take a stretch break and really enjoy the
feeling of loosening up my muscles and relaxi

26. | sayiAifiphephRsgoua
27. I say or think t
they candét be expect |

28. | talk about facts when another person is i
need of comfort.

29. | take the last one of the doughnuts or oth
goodies someonarought for coffee break.

30. | gather necessary information and then u
my sixth sense to make an accurate
interpretation

31. | help out ceworker in an emergency

32. |l insist that others take care of themselveg
for example, that they @ar a coat on a windy
day or carry an umbrella if it looks like ran.

33. I answer the phone in a wallodulated
voice, giving my name or the name of my
organisation or unit.

34. | slyly work out a way to avoid doing a job
that s beoeme. assigned

35. I set people str
their job properly

36. | set standards for proper performance.
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KEY : EXPLORING YOUR PERSONALITY

Now that youd@we sftiilolnendaiawt. tLleea 6s score i
do it.

1. Give yourself a score for eaghestion using this formula

4dpoints for Avery frequentl yo

3points for Afrequentl yo

2point for fAsometi meso

lpoint for fArarelyo

Opoints for fAal most nevero

2. Write your scores in the proper boxeshe chartThe scoravould be entered in the

box that is in grey colouFor example, if yo@nswered question 1 withs o me t i me s ,
you woul d thebaxindicatédZooqueéstion 1Lyffou answered Aver
frequemtuleysd i fomr 2, y o the wodedigdad foruquiestian 2ii 4 6 i n
and so on.

3. Add the numbers in each column amder the totals in the spaga®vided.The total
for the first column is youscore for your CP (Controlling Parenthe total for the
column labeled NP igour score for your Nurtung Parentand so on.

CP- Controlling Parent
NP1 Nurturing Parent
A - Adult

NC 1 Natural Child

LP - Little Professor
AC - Adapted Child
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EVALU ATION SHEET: EXPLORING YOUR PERSONALITY

Ego State

CP

NP

A

NC

LP

AC

OONOOIPAWIN|F

TOTALS

CP

NP

NC

LP

AC
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Reading Material for Facilitator and participants.

ANALYSIS OF DIFFERENT EGO STATES & ANALYSIS OF TRANSACTIONS,
STROKES AND LIFE POSITION

Introduction

All of us aresocial beings and interact with others in the process of satisfying our human
needs and achieving our goals. In management, irrespective of your level, you have to
interact with other$ peers, superiors and subordinates. And most importantly, in some
organizations, with general public. You may have to communicate with people of
different sexes, ages, education, skills, personalities and temperaments.

Ability to understand the nature and dynamics of interactions with others will help an
individual to becomenore effective communicatdrwhich means more positive respect

for self, better performance and achievement of organizational goals, more satisfied and
committed employees, effective relationships with superiors and peers, more satisfied
consumers or aints.

What is Transactional Analysis? What does T/A do? What does T/A not do? What are
the dynamics of T/A? How can | become more effective with the use of T/A?

What is Transactional Analysis?

ATransactional Anal ysi s ( Ty/béhavioura scientises o f
which is used for analysis of transacti ol
between people. It is a rational approach to understanding behaviour and is based on the
assumption that any person can learn to trust hfrosdierself, think rationally, make
independent decisions, and express feelings.

ATransactional Analysiso is a tool but a
techniques of psychotherapy for personal
exchange or interaction that occurs between two or more persons.

Transactional analysis concerns itself with the kinds of communidaboth verbal and
nonverbali that occur between people. The emphasis of Transactional Analysis is upon
positive commuication

Transactional Analysis is widely utilised as a consultation method in educational
programmes, social institutions, business, hospitals, churches, government organizations,
and other organizations. The late Eric Berne, M.D., the principal innosadgiodeveloper

of Transactional Analysis, began experimenting with his ideas by applying them to group
psychotherapy, but more recently it is widely used in family, couples and individuals
work.

What does Transactional Analysis do or not do?

TransactionaAnalysis increases understanding of self and others. It decreases tendency
to be critical of self and others. Transactional Analysis helps reduces stress, frustration
and anxiety levels!

A few hours exposure to Transactional Analysis is not necessanilyg goresult in any

person being transformed in to a happy and an effective person. Transactional Analysis
does not erase all human rel ations diffi
with a brief training period and traditional way of doingnts that may be nen
productive. Lot will depend upon the trainer. There are several who present themsel¢€
as experts. These people do more harm than good. Many companies have success@jy
incorporated Transactional Analysis training in to their overatspnnel development c%’




programmes. These organizations represent private and public sector industries. State
Governments, police systems, educational institutions, municipalities, and professional
associations. The benefit which an organization derives Th@nsactional Analysis are

better process diagnosis; clearer problem analysis; reducedonanunication: new

tools for selecting people for entry and promotion; and less psychological pollution.

Structural Analysis

According to Transactional Analysisthey , ever yoneds personal.
ego statesTheseegostates are namdarent Adult, andChild. When we capitalize these
words, we are talking abowgo statesrather than real parents, adults or children.
Structural analysis involveanalysingthe personality to discover the nature of our ego
states. You can use structural analysis to better understand who you are and how you got
that way. It will help you learn about the various sources of thoughts, feelings and
opinions in your persaiity. Knowing your personality better can add to your
effectiveness on the job.

I) The Parent Ego State

Every one develops a Parent ego state when as children they absorb certain attitudes and
ways of behaving from parental figures. When you feel, thonlgct as you saw your
parents (or other authority figures) act when you were little, you are in your Parent ego
state. While in your Parent, you may act in either a controlling, sometimes critical way or

in a nurturing, sometimes loving way. Here are s@axamples of statements you are

likely to make while in your Parent.

-Controlling Parent: ANobody can | eave ur

-Nurturing Parent: Al dm sorry youbre not
to the nurstbésomé fhelepanddlgle take care o

While in our Parent we respond automatically almost as if a tape recording were playing
in our heads and directing our words and actions. For this reason, we often use the phrase
AParent tapeso to refer to:

- dialogue from Parent figures stored in our heads, and
- automatic responses we make while in our Parent ego state
i) The Adult Ego State

Although we respond automatically when in our Parent, we respond analytically when in
our Adult. Whenever you are gatiing information, reasoning things out, estimating
probabilities, and so on, you are in your Adult ego state. While in this ego state you are
cool and collected: you make decisions unemotionally. You just want the facts. The Adult
ego state has nothing tio with age. Little children have Adult ego states too! For
example, when fouyearo | d Kr i sti saysl dide bhkits Jedrf, ad
her budding Adult, since she is calmly estimating probabilities on the basis of facts.

iii) The Child Ego State

Yes, even though youdre an adult, you ha
state, you feel and act like the little person you once were. Your Child has all of the
feelings and impulses of a newborn. It also includes your mental regsroli your:

- early experiences
- reactions to these experiences, and
- learned view of yourself and other people

PagQ?
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Free or Natural Child (FC or NC)

This is the source of our spontaneity, energy and curiosity, with all our potential for life.

It representshe way we are when we are barmatural, loving, carefree, adventurous

and trusting with all our capacities for leading a joyful and meaningful existence. This
part of us knows no rules and consequently operates without regard for others and is
uncon@rned about their reactions. Witness the behaviour of the twelvemonth

old exploring its environment! Of course, it would be impossible to maintain the structure
of a society on such a basis, and without some adaptations.

In fact, in many growsups the adatations are so extensive that they rarely use their Free
Child. Some examples of the expression of the Free Child in an organization are: the joy
of a major breakthrough in research and
away o6 t hhentie@dud)nt , t

Adapted Child

As suggested, it does not seem possible to live in a continuous Free Child state and live
with other people at the same time. From an early age, we make adaptations to help us
get along with and get attention from authorigufes, most notably our own parents.
Some of these may develop in line with general practice in our society, eg., specific modes
of eye and body contact; saying Opl easeb
not making personal comments abotlters in public.

Note how uncomfortable we often feel with those who have not adapted to these culturally
agreed ways of behaving. Many more adaptations are unique to the particular family and
its situation, and are important in marking us out as indalgl Some examples that
create problems in adulthood and are relevant to organizations are compliance,
procrastination and rebellion.

Compliance

Some individuals learn when they are young that the way to get along is always to say
Oyesod. Thaeaidrulptrhoobolde mm si nsayi ng O0yesd when
and knowledge suggests that arguing the point and asserting themselves would be more
appropriate. Some personal and organizational disasters might have been avoided if some

people had not le® so compliant in the past. (Of course, some people in power want
nothing better than for others to do exactly what they are told!)

Procrastination
Some people learn when they are young that a good way to get attention is to

procrastinate. Consider themeamples from family life:

6Cébmon, get a move on, or wedl/l mi ss the
6Look, put that doll down, tie your shoe
Youbre making us | ate again!o

If a child decides on this basis that delaying gets attention, in adulthoatdivieual

may still be indulging in this behaviour. Certainly, being late is a good way to get attention
in organizations (albeit negative) and it may use up more energy, money and time than it
is worth (clock cards, counselling interviews, disciplinatgrviews etc). Flexitime is no
guarantee of cure.
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Rebellion

Many children only get attention when th
may continue this behaviour by seeking bosses and/or institutions (eg. banks, local
government, and the jice) to constantly fight and rebel against.

Little Professor

Another functional aspect of the Child ego state is frequently introduced and used,
although its relationship to the other two is unclear. This is the Little Professor, the
intuitive part of usthat senses things about other people in a flash. This part of us has
those brilliant, nodogical insights giving us solutions to problems that typify some of
the major breakthrough in the growth of scientific knowledge.

Transactions and its Analysis

Trarmsactional analysis is related with the way in which individuals interact with each
other. It explains the mechanism that takes place when people are having conversation or
are trying to exchange their thoughts, feelings and ideas with each other. Thus,
Transactional Analysis essentially refers to the analysis of interactions between people.
According to Transactional Analysis, transactions is stimulus plus response (S+R). If two
or more people encounter each other, sooner or later one of them will spga&,same

other indication of acknowledging the presence of the others. This is called the
Atransactional stimuluso. Another person
way related to the stimulus, and that is called transaction response clicareanalysis
involves the study of the social transactions between people and it deals with determining
which part of the multiplaatured individual is being activated Parent, Adult or Child.

Transactions and its Types
Normally there are three typektaansactions:
(1) Complementary Transactions;
(2) Crossed Transactions;
(3) Ulterior Transactions:
(a) Duplex;
(b) Angular
(i) Complementary Transactions

A transaction is complementary when communication continues on parallel lines between
individuals anl the lines of stimulus and response are parallel. Thus, the message
transmitted from one egstate elicits an expected and appropriate response from the
proper egestate of the other individual. The transactions are complementary because both
are acting n the perceived and expected egates. Usually, in such a case, both
individuals are satisfied, everyone feels OK and the communication is complete.

Complementary transactions can take place betwenFAC, PP and so on.
(i) Crossed Transactions

The lines of stimulus and Response cross each other in case of crossed transactions.
Whenever the stimulus and response cross on tAeCPtransactional diagram,
communication stops. Transactions become uncomplimentary. The message sent by
egostate is rgsonded to from an incompatible, unexpected-gtgde of another person.

The inappropriate response generates feelings of hurt and anger and the mdmdu%
instead of coming closer, divert from each other. Crossed transactions are the source of
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much intepersonal conflict in an organisation. They inhibit free flow of ideas, free
thinking, creativity and social interactions. Crossed transactions have many possible
dysfunctional consequences for the organisation.

(iii) Ulterior Transactions

The ulterior typef transactions are most complex because the communication has double
meaning as more than egtates are involved in them. When ulterior message is sent, the
literal and intent meanings are not one and the same. Ulterior message is often disguised
in a ocially acceptable way. On the surface level, the communication has a clear Adult
message, whereas it carries a hidden message on the psychological level. Ulterior
transactions like crossed transactions are undesirable as they damage interpersonal
relatiorships.

Strokes

Youdbve seen that transactions can be op¢
recognize that whenever two people are t
are strokes? To hel p you unpatantdsdozerycthade h at
by Rene Spitz. Spitz found that keeping infants fed and in a clean environment was not
enough. Such infants became weak and almost seemed to shrivel up if they were not
cuddled and stroked. Infants who are touched very little magrbe physically and
mentally retarded; those not touched at
discovered this, doctors often puzzled at the high death rate in orphanage nurseries. Today
in such nurseries fAgr and mdocomeinandjustcuddef gr
infants.

I n Transactional Analysis |l anguage, the
of recognition to a person. This may or may not involve physical touching. As we grow
from infancy into childhood and then aduldth we do not entirely lose our need for
stroking. Part of our original need for physical stroking seems to be satisfied with
symbolic stroking. We no longer need constant cuddling, but we still need attention.
When we receive a stroke, we may choosedbdither good or bad. If we choose to feel
good, we might think of the stroke as a
side, if we choose to feel bad, we can t

Since we have a basic need ftnokes, we will work hard to get them. For example,
ignored children will engage in all sorts of creative acts to get stroked. Often such children
quickly learn that they can get strokes by:

- talking in a loud, whiny, higipitched voice,
- spilling milk on a clean table cloth, and
- injuring themselves

A child who carries out one of these actions is likely to get a cold prickly (negative stroke).
But it seems to make no difference to a strdkprived child. To such a child, any kind

of stroke is better #n none at all: a cold prickly is better than nothing! The same is true
for adults who work in a strokeéeprived environment.

Example

Lennie, a shipping clerk in a small mailder firm, worked alone. Yet he got a lot of
strokes from Kevin, his supervisé¢.e vi n of ten stopped by L
chat. These strokes were not usually given for any particular job performance sin
Lenni eds job was rather routine and di
compliment Lennie for his esistent performance.

n
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Then one day Kevin was promoted. Lenni e
approach. She didndét stop to chat with h
was dissatisfied with their work.

Life positions

Anotherwayofb oki ng at rel ationships between p
positionod, someti mes referred to as the
life position at any given time expresses in some way just how that individual is relating

to others in terms of thinking, feeling and behaving.

There are four basic life positions, shown below referred to as the OK corral.
OK Corral

| dm ndgl 6 m OK
YoubrdgYoudre O
Il 6m nd|; m OK
Youdre |Youdre n

Examples of Life Positions

Theidea of life positions can be demonstrating the following examples.

1. O6Hey, we did a good job theredé, says
6Yes, things ar really going well for wus

(I'dm OK, youdre OK)

2. O6Your work i s nott huips tdoe ptahret nsetnatn!dba rsda y
(I'dm OK, youdre not OK)

3. 61 wish | could keep on top of things
(I'dm not OK, youdre OK)

4. OWel I, | dondét know what to do and yo
the boss.

(Il 8m not OK, youdre not OK)

Characteristics of the Life Positions
|l M OK, YOUOBRE OK (I + U+)

This is sometimes referred to as thet on withposition. People occupying this position
are optimistic, confident and happy about work and life. They use tinstraotively,
doing the things they most want to. They exchange strokes freely with those they meet,
accepting the significance of other people, and decline to put themselves or others down.
They are assertive in reaching their aims, ie., they state dratatla their own views and
needs rather than attack other peopl eds
with others is collaboration and mutual respect, sharing authority and responsibility and
listening constructively, even if they disagree. Pheblems they encounter in work and

|l ife are faced and dealt with as constru
l'ife within the l' i mits theybve set t he
relationships, and tend to live long, heallives.
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| &M OK, YOUBRE-)NOT OK (I + U

This is sometimes referred to as tiet rid ofposition. It is characterised by feelings of
anger, fury and hostility. Others are seen as inferior, unworthy, incompetent, wrong and
not to be trusted. Behaviour to otbeis characterised by such things as spite,
victimisation, trapping, condescension, abuse and disregard.

They may devote much time to the destruction of the sense at/aetf of others. As

well as putting others down, they osaflate their own seklworth, deny personal
problems and find it difficult to give positive strokes. At work they are highly competitive
and climb over others at whatever cost to achieve power and status. In wider social terms
this is the life position of those who exploit thegllbw man, or of those who take
dogmatic views, believing theirs to be the only right course. In extreme cases they are
homi ci dal (you are so Anot OKoOo, thereods

| M TO®, YOUO RE) OK (|

This is referred to as tlgget away fronposition and is typified by feelings such as sadness,
inadequacy, stupidity or a sense of being ugly. In this position, people experience
themselves as inferior or powerless in relation to others. They put themselves down and
find it difficult to accept psitive strokes, even being suspicious of them. In relation to
work, they undervalue their potential and skills and they avoid or withdraw from difficult
situations and problems. I n |ife general/
depressé and i n extreme cases commit suicide

| M NOT OK, YOUARE NOT OK (I

This is also referred to as the gwtwhere positiorand is accompanied by feelings of
confusion or aimlessness and pointlessness. Theirdattitu i s 6 Why bot her
point?6 and they frequently waste ti me.
cases become alcoholics or drug addicts, or go crazy, possibly committing murder or
suicide.

Reference
E.Berne, Games People Play, Gr&ress Inc., 1964; Penguin, 1968.
Barker D, TA and Training, Gower Publishing Company Ltd., 1982.
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SLIDES

Slides have been prepared based on the above material.

Inter-personal relafionship

Transactional Analysis

What is Transactional Analysis?

Want does TA do or not do?

Structural Analysis

« The parent ego state
+ The adult ege state

* The child ego state
+ Natural child
+ Adapted child.

+ Litfle professor

Transactions and its types
- Complementary transactions
- Crossed transactions

« Ulterior transactions
+ Duplex
+ Angular

Strokes and life positions

I'm 0K
You're 0K
I'm 0K
You're not OK

I'm not OK
You're 0K
I'm not OK
You're not 0K
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EMPATHY

What Is Empathy?
Basic Definition
Empathy is feeling and understanding hovs ifor another person.

As E. M. Forster said, ALIive not in separ
each other.

Without empathy, we would be like ants or fish or lizards, aware of each other as bodies
in space, but with no sense at all af thner lives of each other.

Empathy Is More than Compassion and Kindness
Compassion and kindness are wonderful, but alone, they are not enough.

ltds easy to be compassionate and Kkind i
what it is like to be asther person.

It is empathy thapersonalizegompassion and kindness, and gives them real traction.

Empathy takes couragighe courage to cast loose from the familiar moorings of yourself
and your known positions to enter the deep waters of the otlsampéo be truly moved
inside, truly affected in your own core.

Further, if one cares about diversity in all its forina temperament and values as well
as in ethnicity, gender, class, and sd ampathy is at the heart of real diversity work.

What Do We Empathize with?
There is both horizontal and a vertical dimension to what we find in the other person.

Horizontally, we empathize with the full range
sensations, emotions, thoughts, and desires, and the joys arsbrtbes. Unlike
sympathy, empathy is not just for the painful side of life.

Verticalyy, we empathize with the surface | aye
and the deeper ones. Sort of like a parfait, with predayt adult material on top, and
younger material underneath . . . with harsher, more armoured feelings like anger on top,
and softer feelings beneath . . . with problematic strategies on top, and universal and
wholesome deep needs underneath.

You might ask yourself: To what extent do yieel your deeper layers are known to the
important people in your life? And: To what extent do you extend yourself to reach down
inside those people to find out whatos t

Two Parts of Empathy
There are two aspects to empathy.

When you are empathic, tieeis both a felt, bodily resonance with the state of the other
personi sort of like tuning forks vibrating in harmony with each othesand a more
conceptual understanding of what they could be experiencing, and why.

We sense and we infer what is happgnwith the other person.

together: The sense in your gut gives you clues about the state of the other person

These two aspects of empathyisceral attunement and conceptual understaridimgrk g
, @Rd
your thoughts about that person tell you where to lngjour gut. —
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Empathy Requires Individuality

Empathy certainly has a joining quality, but it is not itself agreement or approval; for
example, you can empathize with someone you wish would act very differently.

Empathy does not mean waiving your own rightiterests; knowing this can free us to

be more empathic. By feeling strong in ourselves, like a mighty oak tree with deep roots,
we can | et the other personbdés experience
our leaves, knowing that we can lein and still remain standing, intact and whole.

Expressing Empathy

Usually, but not necessarily, this awareness of how it is for the other person is
communicated in some way, often nonverbally and tacitly: for example, through subtle
facial expressionsro postures that mirror the other

This expression of empathy gives the oth
profoundly important to people from infancy onward. The most horrible part of many
horror movies such adnvasion of the Bdy Snatcherspr the many zombie flicks is
imagining yourself among humdike creatures who are incapable of feeling you.

Often, the expression of empathy is all the interaction needs. It conveys the vital signal in
any communi cati om: TfMes saa goen er eocfetievne dc.al ms
helps them feel better.

And if there is still a topic on the table, even something that is upsetting, then you can get
on with the business at hand in a clearer field.

How Did Empathy Evolve?

Empathy is unusuan the animal kingdom and the brain capacities that enable it, which
are discussed just below, are costly to maintain: they consume a lot of oxygen and glucose
i 8 to 10 times as much as your major muscles do.

So empathy must have had some major sunbealefits for it to have evolved. What
might those benefits have been?

Empathy seems to have evolved in two major steps.

First, among vertebrates, birds and mammals developed pair bonding in some of their
species, so that two individuals mated and raisethg together. This is very different

from the pattern among most fish and reptile species, who go it alone. Pair bonding
increased the survival of young and was consequently selected for, but maintaining those
bonds required new mental capacities.

Therefo e as the neuroscientists put it t
couplei a sparrow couple, a squirrel couple, a mountain lion couple, thatrsve the
enlargement of the brain over millions of years. As we all know, when you are in a
relaionship with someong and especially if you are raising a family togetherh er e 6 s
a lot you have to take into account, negotiate, arrange, anticipate, etc. No wonder brains
got bigger.

It may be a source of satisfaction to some that polygamous spetially have the
smallest brains . . .

Second, building on this initial jump in brain size, among primate species, the larger tnp)
social group, the bigger the brain. (And the key word here is social, since group size algmy
doesndt cr e a tdi, catle Wwauld be lgenmiases) ; it —
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I n other words, the ficomputationalithreequi
alliances, the adversaries, all the politicsi a baboon or ape troupe pushed the evolution
of the brain.

In sum: More than leaiimg how to use tools, more than being successful at violence, more
than adapting to moving out of the forest into the grasslands of Africa, it was the
complexities of relationships that drove human evolution!

Homo sapiensneans clever ape. We are clevebé&osure, but we are clever in order to
relate. It would be perhaps more accurate to call our sgeor@s sociabilisthe sociable
ape.

As the great evolutionist, Charl es Dar wi
natural selection in such a wtnat pleasant sensations serve as their guide, and especially
the pleasure derived from sociability an

Sociability, and the empathy at the heart of it, drove evolitiona fundamental sense,
it is empathy that has enabled tes sit in this room tonight, understanding the
complexities of language, in a building full of advanced technologies.

Empathy is in our bones. For example, infants will cry at thetap@rded sound of other
infants crying but not at a recording of thewn cries. And speaking of crying, as adults,
our tear glands will automatically start producing tears when we hear the crying of others,
even if we have no sense of tearing up ourselves.

Perhaps an even better name for ourselves wouttbbe empathicus

What 6s Happening in Your Brain Whe
Introduction

The mental experience of empathy is enabled by underlying, material neurological
processes.

By learning about the circuits in your brain that create empathy, you can use your mind
to activate those circuits and thus become more empathic. In short, you use your mind to
change your brain to benefit your whole being.

So, with no background in brain science
head when you are being empathic.

Sensing
To simplify, sensing how it is for another is enabled by several neurological systems:

A The f r oinsula pnahe inside 6f eachhhemisphere of the birain, there are

two of them, or insulaé lights up both when we feel the emotional comgrus of pain
ourselves (such as distress, fear, anguish) and when we see another person in pain.
Interestingly, the more important that person is to us and the more we care about them,
the more our insulae activate when we know that person is in pain.

A érsame thing happens with another important part of your brain, called the anterior
(frontal) cingulate cortex (ACC). It rests on top of the insula, more or less, within each
hemisphere of your brain. And it, too, is sensitive to how much we care abaihéne
person.

The more empathic that people are, the more that the insula and ACC light up in respo%
to the pain of others. —
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Further, the insula and ACC also activate both when we are experiencing strong emotions
ourselves and when we witness emotionsthers.

As a side point, the ACC and insula seem to be centrally involved in the conscious
experience of states of the body and emotions. If you can imagine consciousness as a kind
of lighti pick your colori then it is playing and flickering about theC& and insula . .

. as well as a few other key regions of the brain as well.

A There is also a class of nemiroonewsons, ou m
They activate both when we do an action and when we see other people doing that action.

In sum, the insula, ACC, and mirror neurons prociioeilationsof the experience of
others inside your own brain. These occur automatically as aviaad by evolution
reactioni though there is much the mind can do to suppress or strengthen them.

In othe words, when you sdeor even just imaging other people suffering, feeling, and
doing, your brain automatically generates a virtual experience within yourself of
something close to what the other person is experiencing.

The phrase, fihas bécenee la bityobayoke, hutat iis titeraily true.

And, remarkably, the converse is also true: If we cannot feel ourselves, such as when
emotion centers of our brain are damaged by a stroke, then we are impaired in our ability
to recognize the emotiond others.

Thinking

These visceral simulations of the inner world of other people are augmented by more
thoughtbased inferences about what the other person values, believes, and plans.

In developmental psychology, these capacities are collectively lafbdled e or y o f  mi

They are supported by one area of the brain, in particularpfEfiental cortex

(PFC) is the part of the brain tucked back behind the forehead, down around the level of
the eyebrows, and it is close to the ACC and the insula, as svil@her structures in
the central emotional switchboard of the brain, which is called the limbic system.

This region of the brain activates both when we are attending to our own mental states
and when we are thinking about those of others.

DevelopmentalTrajectory

By the way, these brain regions developed at different points in our evolutionary history.
First came the primal capacities to sense the feelings and the pain and the actions of
others, located in the limbic system structures resting on ttipedfrain stem. Second
came the more intellectual abilities to infer mental states, supported by frontal lobe
circuits that sit on top of the limbic system.

As a child develops, the first capacities to come on line are the ones that are more ancient,
close to the bottom floor, sort of, of the brain: the emotsmmsing systems that are
already present, to a rudimentary degree in infants.

It i s only by age 4 or so that the guts
i and they keep develomrup to about age 25, when our full neurological capacities are
in place to imagine the inner states of others.

And interestingly, it is also the most modern systems of the brain that are the first to
toward the end of the lifespan. For example, a pevath usually retain her core abilities

to Afeel the paino of others |l ong afte
mental states of others fade slowly to black with dementia.

Pagé.@?

q

LY




How Can | Activate Those Brain States?
Introduction

By activatingthese three regions of your bréithe insula, ACC, and prefrontal cortex
you strengthen them, since as wrhtogatyhamg.

In other words, by repeatedly creating wholesome experiences for ourselves, we build
wholesome structures within our own brains. This is incredibly exciting, good news.

Let s go through t hese r etgrmaeepindinatiortsand e r
capacities for empathy. Then wedlrdowtbr i ef
foster greater empathy.

Insula

The insula is the key organ in your brain involved in what is called interoception, the
sensing of the internal state of your body. When you have a gut feeling, or get sensations
in your joints, or feel your lungs eapd and contract, your insula lights up. (It also
activates with disgust, a very important and primal emotion if our ancestors were to
survive foods that were rotten or poisonous.)

This means that sensing your own inner physical sensations develops sydaraver

time. In turn, a more developed insula enables you to be more empathic. In fact, studies
have shown that the more that an individual is aware of his own body, usually the more
empathic he is toward others.

What is one of the premier ways to preetawareness of the internal sensations of your
body?

Yesi meditation.

In fact, researchers have found that regular meditation actually thickens the insula,
indicating millions of additional connections among the neurons there.

Anterior Cingulate Cortex (ACC)

The ACC is particularly involved in the control of attention. When you deliberately train
your attention to stay focused on one object, the ACC is strengthened. Which makes you
more able to attend to the inner states of others.

So, what activities wmolve the training of attention to steady the mind and become
increasingly absorbed in just one focus?

Any activity requiring concentration can do this, but there are obvious advantages to
activities that pay close attention to . . . attention. Againgpiteme of that is meditation.

Prefrontal Cortex (PFC)

The PFC is activated by many activities. But one in particular stands out: observing,
i nvestigating, and reflecting on onedbds o
so does therapy, and does . . . you guessed it: meditation.

In fact, as with the insula, regular meditation makes the PFC measurably thicker.
Summary of Long-Term Cultivation

In sum, if you were to pick just one thing you could do to improve your neurologic%
capacities ovetime for the vital matter of empathy, your best bet would probably beo
regular meditation.
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Immediate Practices

And while you are growing new circuits inside your head, here are some things you can
do today that will also foster empathy:

A Pay at t eftentdd wensustaid ewen a few minutes of attention to another
person? And others can sense it quickly if your attention wanders . . .

A Try to get a sense of the being behind

A 1 magine the ot he rpegallyusefalfor pacple aho ardirrithtidg. T h i
or threatening.

A Find an interest in yourself for the o
A  Ask questions. What was that |ike? How
Etc.

A  Look beneath the s arsohmosteleepiWard? does t h
Conclusion

More than anything else, empathy is the glue that joins us all together. By extending the
circle of your empathy beyond Ausodo to in
home.

Thank you very much for your attentiorand your empathy!
Reference:
Empathy: Rick Hanson, Ph.D., 2007
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SLIDES

EMPATHY

What Is Empathy?
« Empathy Is More than Compassion and Kindness

« What Do We Empathize withg
- Horizontally
+ Vertically

+ Two Parts of Empathy

- Empathy Requires Individuality
. Expressing Empathy

+ How Did Empathy Evolve?

What's Happening in Your Brain When You
Are Empathic?

+ Sensing
- Thinking

- Developmental Trajectory

How Can | Activate Those Brain States?

- Insula

+ Anterior Cingulate Cortex (ACC)

« Prefrontal Cortex [PFC)

» Summary of Long-Term Cultivation

» Immediate Practices

«+ Pay aftention. How often do we sustain even a few minutes of attention to another
person? And ofhers can sense it quickly Ifyour aftention wanders .. .

« Try o get a sense of the being behind the eyes of the ofher person,

- Imagine the other person as a child. Thisis especially useful for people who are inftafing
or threatening.

+ Find an Interest in yourself for the other person.

« Ask questions. What was that like? How did you feel? What did you wish had
happened? Etc

+ Look beneath the surface. What does the other person most deeply want?
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CASE STUDY: EMPATHY
Introduction -- Empathy Defined

Most individuals think of empathy as having a sense of understanding and compassion
for another person, sensing what it mostlike to be them. As we work to develop a
measure of empathy in our EQ assessment tool, we have identified three key aspects of
empathy.

These include 1) Empathic accuracy: being able to sense what the other person is
experiencing from their internal p&rience, 2) Empathic compassion: being able to be
open to another's experience with compassion and tolerance, and 3) Empathic
interactions: the process of interacting in an empathic manner.

Empathic acknowledgment is the core process and precise skilpzthic interactions.

While the concept of empathy is embraced, the specific skills required are not widely
known and certainly not widely practiced. Dr. Bookbinder states less than 2% of
interactions include acknowledgement of the other, the foundatioralf empathic
interactions.

This article highlights the critical elements of empathic acknowledgement and the precise
skills required for effective, powerful empathic interactions.

Empathic Acknowledging

Empathic acknowledging combines listening, empatly, and acknowledging what the
other person said and his or her experience. It typically improves relationships and often
deepens emotional intimacy. It leads to feeling like you have received a "psychological
al hug". Why?

The following encounter illusates empathic acknowledgement. NOTES are interjected
to highlight the concept.

lllustration: The Astonished Man (Dr. Bookbinder experience)

| was walking to the exit of a fotgtory parking building next to a fivetory medical

clinic. The day was Fridayhe time was 2:25 pm, and the building was crammed with
cars. A man, who appeared aboutygarsold, walked in. As he neared me, he stopped,
turned towards me and said: "Are they giving something away today? I've never seen it
so crowded." He appearedalte to believe that the building was filled to capacity. "I'll

bet it's because many people don't work on Fridays, so it's convenient for them to schedule
their appointments oRridays," | said.

(NOTE: My response did not acknowledge either his percemtiothe building as
crowded or his astonishment that it was crowded. | had given him an explanation, not an
acknowledgement.)

"It's not because it's Friday. | usually come here on Fridays and it's never been this
crowded," he said. "It is very crowded tgdand | don't know why," | said.

(NOTE: | had now acknowledged his perception that the building was crowded! He
probably would have been more satisfied if | had also acknowledged his feeling.)

Discussion

In the situation above he listened to the astowisiman and empathized with his
perception that the garage was full. He acknowledged the man by spending time Iisteng
to the astonished manés"” statement an

understanding of it. IS
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Key elements to Empathic acknowledgments

x Listening to what the other is saying
x Acknowledging what was said, including stating your understanding of what was
said and the feelings associated with what was said
The Psychological Hug

One important benefit of empathic acknowledging is theclpsipgical hug. The
psychological hug is similar to a physical hug in that it expresses affection by a special
type of touch. This affection and touch is illustrated by the interaction between friends
below. Empathic acknowledging can be effective betwagntwo people when one of
them is talking about something that is important to him or her.

An lllustration: The Upset Friend

Tanya and Anita, who are in their twenties, meet for lunch one Friday after not having
talked with each other for two months. Tanftalker) began in delight. "I saw Ben
yesterday. You remember Ben? | told you about him last time." Anita acknowledged,
"Sure. You met him a month before our last lunch and found him attractive." "That's
right,” Tanya says, eyes sparkling. "Since thee learned that he's good for me. We've
been seeing a lot of each other lately and getting close. I'm excited!" As Tanya begins to
pour out the details of her recent experiences with Ben, Anita says to herself, | was going
to tell her about my super vaaati plans but this relationship sounds really important to
her. I'll wait and listen to her news first.

(NOTE: Anita suppresses the impulse to talk)

Five minutes later, Tanya concludes with her announcement. "Last Tuesday he told me
he loved me", followedyoher exclamation, "l couldn't believe it!" After listening for the
entire time without saying a word, Anita says, "Wow!"

(NOTE: Anita acknowledges Tanya's feeling of being overwhelmed)

"I still can't believe it,” Tanya says. "l didn't know what to sastill don't know what to
tell him." "I don't understand,” Anita says. "Did he expect you to say how you felt about
him?"

(Note: Anita clarifies what is being said)

Tanya responds "I didn't think so but | wanted to say something and yet | didn't want to.
I'm confused.” Her face changes from pink to pale and she stops talking. "It's hard for you
to talk about this." "I didn't think it would be so hard but | do want to tell you," Tanya
says. "I, uh, | feel strongly about Ben." She struggles to speak butsigps) and her

face turns paler. After waiting ten seconds, Anita says "And what else?" She then resumes
being quiet and waits for Tanya to regain her ability to speak.

(Note: Anita waits & encourages Tanya to continue)

Sixty more seconds pass and thenyB&jaw tightens as she says, "I want to tell you
how | really feel about him. He's a wonderful man and I'm, uh, I'm very fond of him."
She pauses. "I'm more than fond of him. I, uh, I, uh, I love him. There, | finally said it.
Whew!"

As she listens to Teya open up emotionally, Anita develops a lump in her throat and a
warm feeling in her chest. She gulps, pauses to collect her thoughts, and softly says, (“\f
hard for you to talk about your love for Ben." —
-
(@)
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(Note: Anita acknowledges what is being said & fielings)




"Definitely,” Tanya says. "After Tuesday, | decided that the next time | saw him | would
tell him how I felt about him. Well, the next time came and I still couldn't tell him. There
must be something seriously wrong with me." Anita..."You'sgngpthat no matter how
hard you try, you can't tell him you love him, and you feel awful about yourself because
you can't."

(Note: Acknowledgement of what is being said and feelings)

"Right!" Tanya says. "I've been keeping it to myself and becominglieujiset about it.

I'm glad | told you because you didn't criticize me for not speaking up. Your
understanding touches me." Her face relaxes and begins to regain its color. With affection
in her eyes and gentleness in her voice, Tanya says, "l feel béteks for letting me

talk." "Glad to do it", Anita says. Her face brightens as she says "Now | want to tell you
about a tweweek vacation in Cape Cod I'm planning, which | can't wait to begin.” Then
she leans forward and delightedly describes her ptefartya, who, because of no longer
being upset, is able to listen attentively.

Discussion & Conclusion:

x Key elements of empathic acknowledgment illustrated above. Anita...

Does not interrupt

Does not give advice

Does not change the subject to talk aboutowen plans

Does not voice disapproval of the other

Tunes into the othero6s communications
States her understanding of what is being said and felt

The impact Anita's (Listener) empathic acknowledgement had on Tanya)(talke

X X X X X X

x  Appreciation for being listened to

x Experience as receiving a gift of time and attention without criticism or advice

x Increased trust of myself (the talker) and increased trust in the other and the
relationship

x  The feeling of receiving affection, a psydbgical hug that touches the heart

x Reduced Tanya's distress

x Helped Tanya (talker) to get in touch with her thoughts, wants, and feelings

x  Strengthened the relationship

Benefits to the Talker

Experiencing a psychological hug is one of several possible tsefwafihe talker. Other
benefits include

x Reexperiencing joy and one's own personal power and choice
Making sense of a puzzling situation
Becoming aware of unconscious feelings
Experiencing relief from distress
Ending a conflict about a decision
Gaining reeded clarity to make a decision about next steps or actions to take
x Feeling of less alone
Obtaining relief from health problems such as asthma, insomnia, headaches, back pain

X X X X X

An lllustration: Ending a conflict about a decision.

After being absent from wkifor a week from the flu, | informed my wife, Louise, in the ¢Y)
evening, that | was feeling well enough to return the next day. The evening progressed
into morning but my recovery regressed. My malaise was worsened by my becomiﬁ'%
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upset about not feeling wedinough to work. "I'm frustrated,” | complained to Louise.
"I've been out too long but can't decide whether or not to go back to work tomorrow."

"Stay home another day," she said. "Make sure you're well before you go back or you'l
soon get sick again." Heinsolicited advice irritated me, which she noticed and which
prompted her to respond by acknowledging my experience: "I know you're disappointed
that you still don't feel well enough to go back to work." I immediately responded to her
acknowledgment byalonger feeling irritated and ending my conflict between wanting
to return to work but not feeling well enough. | then had no trouble deciding to stay home
another day.

An lllustration: Feeling less alone with a problem

During Alcoholics Anonymous meetss, alcoholics talk more freely about their drinking
problem than they would with most people. During meetings of a support group for
relatives of mentally ill persons, the members talk more freely about their struggles to
help their ill loved ones. | ba&lve that a major reason support groups are popular is that
members feel less alone with their problem because of the opportunities to talk about it
with people who listen with empathy.

Benefits for the Acknowledger

We tend to focus on the benefit to thikea rather than the "acknowledger”, yet both gain
real and powerful benefits. The process itself is one of mutuality where both individuals
are enriched.

Possible benefits for the "acknowledger include:

x  Absorbing some of the joy, clarity, peace or othemddits the talker experiences

x Feeling good about giving another an opportunity to talk about something that
matters to him or her

x Reducing conflict or avoiding a quarrel with another by careful listening & mutual
inquiry

x Broadening your horizons and explarg your world by listening to another
whose values and views are radically different from your own

x Feeling psychologically hugged by the talker

lllustration: Feeling hugged by the talker.

(Using the Tanya & Anita discussion above)

Tanya feels affectionaly touched by Anita's empathy, listening skills, and
acknowledging. She feels valued by Anita and affection for her. These feelings embolden
Tanya to speak from her heart to Anita. Tanya's openness and her speaking words from
the heart create a feeling afifection and connectedness within Anita. She feels valued

by Tanya. The conclusion is Tanya's response to Anita's empathic acknowledging
stimulates a similar set of feelings in Anita.

Each feels hugged by the other and each one's heart that is operotbeth and they
experience a precious moment of heéatheart connection.

Controlling the Urge to Help

Effective empathy requires a skill more fundamental than the ones presented above. This
skill is the need to control your urge to help and of beieggmt with the other person in

the conversation. Most of us rarely think of empathic acknowledging as a way of beirﬁr
present with the person talking. Instead we usually respond to an upset person by givin
advice, words of encouragement or words of comfdtiree common ways of trying to iy
help. While these are walitentioned responses, they interfere with the other person's £
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talking because these verbalizations stem from our thinking about how to help rather than
thinking about what the talker's words mea him or her.

Being present involves thinking about what the talker's words mean to her, not what they
mean to you. The challenge and the power is to be fully present with another person.
Allow, encourage, and make the space for them to gairagelferess and access their

own truth and reveal themselves in ways that are most useful for them.

If you want to help when, for example, conversing with an upset person, you may find it
useful to keep in mind the following thought:

lllustration: Helping versus Not Helping

When Tanya condemns herself for being unable to tell Ben she loves him, Anita responds
by acknowledging Tanya's problem: "You're saying that no matter how hard you try, you
can't get yourself to tell him you love him, and you feel awful thatcgot."

(NOTE: She does not try to help by advising: ("Maybe it would be easier to tell him in
writing) She does not try to help by comforting ("There's anything wrong with not being
able to tell him you love him. You're just shy about these things.gdasenot try to help

by encouraging ("Hang in there, Tanya. I'll bet in a month or two you'll be able to tell
him."))

Controlling the Urge to Talk

Research on conversations has found that the person not talking usually starts talking
about ninetenths ofa second after the other person stops. Combining this statistic with
the one that only two percent of us know about the activity of acknowledging the talker's
communication leads me to the following conclusion:

Developing the ability to wait, listen, andeurage the other to talk without interrupting

is a critical skill. It can be developed by intentional awareness and with practice. Several
practice exercises are provided below. These exercises can help increase your awareness
of the option to listen. Beg more aware of opportunities to switch from talking to
listening expands your consciousness and choice. They will help increase your flexibility
and ease in using empathy effectively. The exercises are easy and can be practiced
anywhere.

Exercise 1: Practice with a partner

Find a partner. Set a timer for 90 seconds and have your partner talk about any subject.
You listen without interrupting. When the timer beeps, she stops talking and you
summarize her words and any feelings expressed. When finislvedglihe experience.

What was it like for you? What was it like for your partner? Reverse roles and repeat the
exercise.

You may be surprised to find yourself struggling to wait for the beep before you talk. This
discovery could strengthen your motivatiom control the urge to talk. Also, your
agreement to summarize what you heard will most likely cause you to pay more attention
to the other person's words and overall expression.

Exercise 2: Exercise in selawareness and choice

The next time you are listéng and find yourself ready to talk about your interests, but
the talker has not paused, continue listening. If the other has paused, wait two or thm
seconds.

If she/he resumes talking, continue listening. If she does not resume, talk.
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The reason for wiing is that the talker might be pausing to organize her thoughts before
continuing to talk.

Exercise 3: Practice listening & summarizing

When the talker pauses for more than two or three seconds and you are ready to talk about
your interests, summarizaestead. If he or she resumes talking, continue listening. If she
or he does not resume, talk.

The talker may feel encouraged to continue talking after knowing you understood her
words. Or she may pause because she is not sure you want to hear morelletais r

to ask. However, when you summarize her words instead of talk about your interests, she
may conclude you want to hear more.

Summarizing is, of course, acknowledging the talker's words, not his feelings. For this
exercise summarizing what was s@dsufficient. It makes the exercise easy to do and
has value. Letting the talker know you heard and understand his or her feelings is a plus
if it is apparent and easy to do.

Pace of Practice:

Do the exercises at a pace comfortable for you. For exampleiqe exercise #2 two to

five minutes a day for a week. Then increase your time to six to ten minutes a day for the
next week or two. Gradually do this exercise more efterthe limits of your tolerance

for temporarily not thinking or talking about younterests.

Basic Skills
The following is a review of the basic skills discussed above.
These basic skills include:

X

Listening without interruption
Listening with your head and your heart
Focusing on what the other person is saying and the meaningat thasrt
Asking for clarification when needed
Tol erating the ewthardsgpmovisgonds atti tud
Holding an attitude of openness to the others experience and position
Withholding the desire to help or interrupt
Being fully present with the oth@erson
Encouraging the other to continue until they are finished

x Acknowledging the other persons words and feeligsat you understand
Be open to correction or additions by the other so you "get it"

X X X X X X X X

lllustration: Bigoted Father

Al (the acknowledger) is&hite civil rights activist who has fought racial discrimination

in housing and jobs. He has often heard his white neighbour Tom (Talker) voice contempt
for entire groups of people, such as Africamericans, Jews and Hispanics. Al resents
Tom's bigotry.

One Sunday afternoon, as Al is washing his Ford Escort in his driveway, Tom runs out
of his house and across the street to Al. He huffs and grins as he says: "Pamela just called
to tell me that Dave committed himself to her!" Al requests clarificationni@ited
himself?" "Yes, he proposed over brunch at Denny's," Tom replies. "They're gettir@D
married in two months." When Tom's daughter called, his wife arygaold son were
at the town's shopping mall. There was no one at home with whom to sharg kisjo
inner world at the moment is his joy about his daughter's engagement and interest ig
o
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expressing his joy. Al perceives the obvietlgat Tom wants to tell him more about the
good news. However, he is upset that Tom wants him to listen. Al saysdelhiihy

should | care about hearing his good news? He doesn't care about a lot of people. He's a
damn bigot!

Al wants to say that he does not have time to listen because he has too many chores that
afternoon. However, he chooses to tolerate being upsitlenger in order to decide
whether to tell Tom he is too busy. Al thinksesent his bigotry but not the rest of him.

This is truly an important day in his lif@his new thought leads Al to change from
disapproving to openness towards Tom, now uiewhim as a caring father. He then
decides to give Tom more time and is able to pay attention to Tom's verbal and nonverbal
communicationswords, voice tone and facial expressiecause thinking of him as a

bigot and resenting his bigotry no longer dists him. He is listening with both his head

and heart.

Although Tom does not say he is excited, his body langtagad smile and animated
voice--communicates it. Al acknowledges Tom's words and feelings. "You're excited
about Pamela's good news." "lexcited and also relieved," Tom responds. "Pamela
envies her two sisters because they're happy with their husbands and children. She's 34
and the oldest, you know, and was distressed about not finding a man with whom to share
her life and have children. lipset me that she felt unfulfilled.” Al, sensing that Tom is
bursting with things to tell, encourages him to continue by saying "Go on."

Uniqueness of Empathic Acknowledging Concepts & Skills

x  The emphasis is on comprehending the meaning of what the peissaying to
you rather than remembering the information or content of what is being said
For example, in the Bigoted Man illustration, Al remembering that Pamela took a giant
step towards her deeggated goal of marriage and motherhood is less impanzmtAl
comprehending what Pamela's taking this step means to Tom.

x Listening also emphasizes tuning into and having a maxperience of the
feelings communicated by the talker.
For example, Al senses Tom's excitement about Pamela's engagement. Thécempath
acknowledger focuses on "tuning in" to the talker's inner world.

x  Approving of or Openness to the Talker
This is the most important empathic acknowledging activity. Presence and listening with
empathic acknowledgement cannot occur without an honouriiglole ot her p e
experience and allowing what may be dramatic differences from our values.

To illustrate; Al responded to Tom's interest in talking about Pamela's engagement by
thinking: Why should | care about hearing his good news? He doesn't can¢ ahut of
people. He's a damn bigodl wanted to say that he did not have time to listen because
he had too many chores to do that afternoon. However -éeateated and concludeld:
resent his bigotry but not the rest of him. This is truly an impodag in his life This
conclusion led Al to change from disapproving of Tera change from viewing him as

a bigot to viewing him as a caring father. He then decided to listen to Tom. If Al had
continued to view Tom only as a bigot, he would not haterlexd to him. Even if he had
decided to listen, he would have done it poorly because of being distracted by thinking
about Tom's bigotry and resenting his bigotry.

x Acknowledgement includes summarizing the words spoken and labelling thel:l
feelings transmitted —
x  The acknowledgment emerges from focusing on the talker's inner world not the

g
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x  The focus is on what the communication means to the talker, not to the
acknowledger

x  Acknowledgement avoids adding anything to the talker's communication
To illustrate we will use one of Al's acknowledgements, which was: "You're no longer
worried about Pamela now that she'll be achieving a goal she believes is essential.” If he
had psychologized about Tom's message, he might have either added to this
acknowledgment orsubstituted for it the following: "You're pleased about her
engagement validating your good job of raising her." Tom did not say that he believed
his parenting of Pamela was validated. Deep down he might have thought this but an
acknowledgment deals onlyitiv the obvious. We need to keep in mind that Al is Tom's
neighbour, not his psychotherapist.

lllustration of avoiding adding anything to the communication

A fragment of a conversation between two friends will elaborate on another empathic
acknowledging sK. Ann (Acknowledger) is appreciating Teresa's (Talker's) enjoyment

of talking about skydiving even though Ann would be terrified to skydive. "Yesterday |
did my best jump,” Teresa declares with a joyous voice and sparkling eyes. "I knew
exactly when tmpen my chute. | had the most control ever." "You're delighted with how
you handled the chute,” Ann responds. "Yes, but it's more than that," Teresa says. "This
jump was also the most thrilling for me. | was less nervous so | could get more into the
experence of free fall. After a jump, | feel great for at least a week no matter what
problems in my life come up...." And Teresa continues to tell Ann about her skydiving
hobby. She enjoys describing an activity she values and experiences as thrilling. As she
talks, an electric feeling courses through her body.

(NOTE: Ann did not interject to inquire or advise about the danger of skydiving. Although
she is fearful and thought of the danger, she did not add it to the conversation. Her adding
this would have beea distraction and have taken the talker away from exploring and
reporting her own experience.)

Empathic Acknowledgement Requires Time & Energy

While acknowledging can enrich conversations, unfortunately few of us do it. For every
100 people, only 2 knowfdt and its value.

Empathic acknowledgement means an investment in learning and doing. Reading books
and articles is not enough. You have to use the skills in conversations again and again as
a way of living. Practicing takes time and can feel awkwardjqodarly if you find it

difficult to control your urge to talk and to help. Controlling the urges to advise, comfort,
encourage, etc. may drain your energy. Controlling the urge to talk about your interests
and concerns may also drain your energy. Oasar for the possible energy drain is that
more energy is required to change an ingrained habit.

Learning Obstacles Some of us may find it extraordinarily difficult to use more
empathy, listening skills, and acknowledgments, especially those who at@entoakkers
or constant helpers.

lllustration: Constant Talker:

| am eating dinner in a restaurant. In the next booth are two couples in their fifties. One
of the men, whom | will call Conrad, is talking 95 percent of the time in a voice, which |
can heabut people 20 feet away cannot. The other man and the two women nod or ut@Dd
onesentence comments. | am annoyed by Conrad's constant talking invading my privaeyl
and | think:That man is a constant talker and never would have married his wife if sh
wereone too. He never would have become friendly with the other couple if either of then?




was a constant talker. He was attracted to these three people because they cheerfully
listened to him and rarely interrupted. He does not realize that he has a stron¢pneed

be listened to that propels him towards people who will listen to him. This need is at the
core of his psychological being. If a more aggressive talker wins the competition with him
for grabbing the openings to talk, Conrad will become upset, anaatilknow why. In

order to do empathic acknowledging, Conrad would have to turn his psychological being
inside out. He may not be able to do this

lllustration: Constant Helper:

Nancy is a midevel manager in IBM whose supervisors view her work as outsignd

Her workday is crammed with activities such as deciding which of eight applicants to hire
as the unit's senior secretary, and advising its chief programmer on supervising an errant
programmer. Although her job requires working at a fast pace, sheitoVéhenever |

would talk to her about my concerns or problems, she would interrupt within three or four
minutes to give me advice for which | did not ask. Even when | asked her simply to listen,
she never would. Nancy is a higlowered problem solver wtcannot turn off her adviee

giving machine at the end of her workday. As she listens to me, she cannot stop thinking
about how to help me, which distracts her from listening to and understanding my issues.

At home, her parents expected her to help theserer younger brother and sister. Her
functioning as a junior parent began soon after her brother was born when she was eight
years old. Two years later, her sister's birth added a second responsibility. Much of
Nancy's sense of self and seHfiteem wasderived from people's appreciation of her fix

it and care giving activities. She would have to turn herself inside out in order to be able
to listen without thinking of how to help.

When to Acknowledge

Empathic acknowledgement takes presence and tingendit needed and inappropriate

in much of our dayo-day conversations. | am not advocating empathic acknowledgment
zealotry. At the same time it is essential and can have a profound impact when used
appropriately. There are some easy guidelines for biegpaware of appropriate times

to use this skill.

Use When...

x You sense the topic is important to the other person

x  The other person is experiencing emotion

x  The other person is speaking from his or her heart
It is important to keep in mind that all three miot always occur during a conversation;
for example, a person may be talking about something that is of high value to her without
becoming emotional. As you practice you will develop a feel for when empathic
acknowledgement would be useful. And you wiicbme in more tuned to nuance of
expression and of the otherés feelings.

With increased us of use of empathy, listening skills, and acknowledging you can expect
a positive and powerful impact on your relationships. Most likely your current
relationships wi be strengthened and enriched. And you will develop meaningful and
prosperous new relationships. This includes business relationships with yearkes,

direct reports, and your boss and your personal relationships among your family and
friends. o

Empahic acknowledgement is easy to understand and often hard to do, especially wher
we are tired, preoccupied, and/or have negative judgments about the other person. \WATahn
your practice seems less than satisfactory notice the degree you are being fully prese@,
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listening without interruption, refraining from giving advice or help, and tuning into the
ot her personds experience.

Reference
Empathy, Listening Skills & Relationships By: Lawrence J. Bookbinder, PhD
Introduction, editing & additions by: Jan Johnson MA
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PRINCIPLES GAME
AIMS
1. To show how principles emerge in competition.
2. To emphasise the merits of collaboration.
GROUP SIZE
Two teams required of not more than eight members each.
TIME REQUIRED
Approximatelyhalf anhour.
MATERIALS
Copies of Principle Game Tally Sheet for all participants.
PHYSICAL SETTING

Enough space for the two teams to meet separately without overhearing or disrupting each
other.

A separate location where team representatives can meet in round 4, 9 and 10.
PROCESS

1. Divide the goup into two sulgroup- a "green” team and a "red" team. Seat the groups
apartfrom each other and ask the teams not to interact with the other during the exercise
except when instructed to do so.

2. Distribute a copy of the Principles Game Tally Sheettth participant. Give members
time to study the directions and scoring and ask if there are any questions.

Tell the two teams that the objective is for each group to score as many ppiogsiate.
Explain that no one will probably understand clearyithe game is playedntil the
activity proceeds.

3.Round 1 begins. Each team is given five minutes to decide on a letter. When the time
is up, each team passes its decision to the facilitator. The scoring is computed on the
Principles Tally Sheet anddtscore passed back to each team member.

4. Rounds 2 and 3 are conducted in a similar manner to Round 1, but with three minutes
for discussion in each round. The scoring for each round is entered on a Principles Tally
Sheet and the scores passed backdb esm member.

5. For Round 4, each team sends one representative to a neutral place to negotiate ‘for
threeminutes. Then the representatives return to their teams. After three minutes, each
teampasses its decision to the facilitator. The outcome ofdbed is doubled and the

score iscomputed and passed to each team member.

6. Rounds 5 to 8 proceed in the same manner as the first three rounds, with three minutes
for discussion in each. The score is computed after each round and passed to each team
menber. —

7.In Round 9, another special round is conducted like Round 4, the outcome is multlplls?i'l
by 5. The score is passed to each team member.
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8.Round 10 is conducted in the same way as Round 9, except the outcomes are multiplied
by 10.

9. The entire' grop meets to tally the final score and to discuss who won and why. The
following questions should be considered:

How do you feel about the other members of your own team?
How could you have achieved a higher score?
What lessons are there for management?

Whatis required for successful negotiating?
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DIRECTIONS

For ten rounds, the green team will choose either an ‘A’ or 'B and the red team will

PRINCIPLES GAME TALLY SHEET

choose either an 'X' or a 'Y'. The score for each team is determined by both teams' joint
decision. It is computed according to the following schedule:

Green team Red team choice | Result Points
choice
A X Both teams win 3
A v Green team loses | 6
Red team wins 6
X Green team wins | 6
Red team loses | 6
Y Both team lose 3
Round Choice Cumulative Points
Green Team Red Team Green Team Red Team
1
2
3
48
5
6
7
8
9¥
10£

8 Results are doubled for this round.

¥ Results are multiplied by 5 for this round.

£ results are multiplied by 10 fdnis round.
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DEVELOPMENT OF COLLABORATION

The Facilitator may help the participants gain perspicacity in the process of the
development of collaboration amongst individuals and groups. The following dimensions
are suggested in this regard.

Bases of Collaboation: Power and Trust

One important condition which contributes to the development of collaboration in a group
Is the perception of power. Power can be of both kinds: power to reward and power to
punish. Reward and punishment are used in a wider samgshment may be in the form

of depriving the other person or group of the rewards which he or his group is likely to
get. Everyone in the system has at least the negative power of depriving the other person
of something that is desirable to him. In thégye one group may decide to deprive other
groups from winning together. Thus even one group' or one individual can use such a
negative power. Negative power can be used by holding back information, or misleading
the other person and so on. Even the peastime lowest level in the organisation can use

his negative power by creating annoying situations, delaying matters, holding back
information, giving information that creates misunderstanding etc. Every person in the
system seems to have some kind of powehich should he not only, perceived very
clearly, but also demonstrated. If in a situation people do not perceive the other person's
power they are likely to use the power in a competitive framework. On the other hand, if
a person involved is not demarating the power this can also lead to a continued
exploitative activity (use of competition by the other party).

Unconditional cooperation does not lead to the development of collaboration.
Unconditional cooperation by one party may communicate a lagkowéker. If this
happens, the other party will find it more and more difficult to get into a collaborative
relationship. For effective collaborative behaviour the perception of power of both is
essential.

Many researches have shown that cooperation emaftgesome competitive moves by

the groups concerned, in this process the various parties or individuals involved in the
situation demonstrate to one another the power they have, and their ability to use power.
Researches have also shown that competitiegenor some kind of stalemate in a
relation ship can result in collaboration, particularly in situations in which the parties
concerned are competitive by nature.

In situations where parties are collaborative by nature, a stalemate of negotiation and
relaionship goes against collaboration.

Along with the perception of power, it is important that the parties concerned perceive
that the power that the other party has will not be used against it. This is a part of trust.
Some amount of mutual trust is likely lead to cooperation. Trust indicates the high
probability that the power of the concerned party or individual will not be used in a
benevolent way.

A combination of perceived power and a minimum level of trust leads to cooperation.
This is shown below.
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Figure 1

OWER | Only | Only He Neither Both
TRUST
No Trust Coercion Compliance | Indifference | Competition
Exploitation | Submission or
Individualistic
Task
High Trust Nurturance Dependence | Mutual Cooperation
sympathy

As shown above, collaboration resuitsm a combination of perceived power of both
minimum trust in one another. In a-trost condition there may be coercion and
exploitation if the other person is seen as weak, or submission or compliance if he is seen
as having power; if the perceptiorthst neither have power, there may be an indifference

for one another; the perception that both have power may lead to either competition or
individualistic behaviour. Under conditions of high trust perception of the partner having
low power may lead to mturance (paternalistic attitude); the perception that he has power
may result in dependency: the perception that neither have power may generate mutual
sympathy. It is only what both perceive, as well as it is clearly demonstrated that both
have power, aththere is enough trust in one another that collaboration emerges.

Figure 1 shows that collaboration results from three main factors: the perception that the
goal is shareable by both (or all) concerned, the perception that both (or all) involved have
powe, and a minimum level of trust prevailing amongst those involved in the task. The
absence of these may result in low (or an absence) of cooperation. We thus see that trust
interacts both with power and the supedinate goal.

The Final Step in Building Collaborations

In the final analysis, cooperation results from the initiative taken by one person or one
group to cooperate. This is a kind of risliking on the part of the individual or the groups.
This is also making oneself vulnerable. This turns thelese strategy into a wiwin
strategy. A winlose strategy can only be temporary as it changes into either-lmsese

or a winwin strategy. In a nonzersum game like this exercise, the individual or the
group who makes the cooperative move runs tleaf losing a great deal and have a
lower payoff. This risk, the initiative demonstrating the courage to lose initially for the
benefit of all the parties concerned, taken by an individual or a group is the key to the
development of cooperation. Howevéris has to be after the other parties concerned
perceive the power this group or the individual has. This tesking is important in
combination with trust and demonstration of one another's power. It is only after this has
been achieved that both muttraist and mutual power lead to the rislking tendency,

but not the other way round. Only the risk move leads to cooperation, so that the team
that takes the initiative, making itself vulnerable, is able to start the process of change
towards collaboran. This inner strength of the team to be able to make such a move
helps to build a collaborative relationship.

Reference:

Adapted from "PEOPLE AT WORKA Practical Guide to Organisational Change"
Dave Francis antflike Woodcock (University Associates lnta Jolla,California,
1975)
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SLIDES: TRUST

TRUST

What Is Truste

« Whom do we frust?
- Whom do we not frust?

- Why do u think trust is impertant

What's Happening in Your Brain When You
Are Empathic?

+ Sensing
+ Thinking

- Developmental Trajectory

How Can | Activate Those Brain Statese
« Insula

« Anterior Cingulate Cortex (ACC)

- Prefrontal Cortex (PFC)

> Summary of Long-Term Cultivation

» Immediate Practices

- Pay atfention. How often do we sustain even a few minulesof atfenfion fo another
person? And others can senselt quickly Ifyour atfention wanders .. .

+ Try to get a sense of the being behind the syes of the ofhier person.

+ Imagine the other person as @ child, ThisIs especially useful for people who are infiating
or fhreatening,

+ Find an Interestin yourselffor the other person.

+ Ask questions. What was that like? How did you feel? What did you wish had
happeneds Ete

+ Look beneath the surface. What does the other person most deeply wanté
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TRUST
Trust means:

"I know that you will not deliberately or accidentally, consciously or unconsciously take
unfair advantage of mdt means:l can put my situation at the moment, my status and
selfesteem in this group, our relationship, my job, my career, even my life, in your hands
with complete confidence

McGregor notes that trust is a delicate aspect of relations, influenced more by actions than
by words. Trust can be destroyed quickly andlgasie act can do it. Trust is a feeling
influenced by needs, expectations, guilt, anxieties, and the like, and it is based on people's
perceptions of others and their behaviour, not on objective reality.

Therefor the process of developing trust among mmembers should be gradual and
transitional. By the very nature of trust people must and may need to be encouraged to
step outside their comfort zone in order to grow or gain awareness.

THE FIVE BEST WAYS TO BUILD - AND LOSE -
TRUST IN THE WORKPLACE

Many experts agree that trust is perhaps the most important element of a harmonious,
synergistic and efficient work environment. Organizations that have trust among
employees are usually successful, those that don't frequently are not.

So, management often aKhow can we build trust in the workforce, and how can we
avoid losing it?" Well, it all starts at the very top, since trustfuln@ssl trustworthiness

- can exist only if top management sets the example, and then builds that example into
every departmant and unit.

There are five excellent ways for leaders to build trust into their teams, and five quick
ways to lose it. First let's consider howcteateit.

1. Establish and maintain integritylt is the foundation of trust in any organization.
Integrity nmust begin at the top and then move down. This means, among other
things, keeping promises and always telling the truth, no matter how difficult it
might be. If its people have integrity, an organization can be believed.

2. Communicate vision and value€ommnunication is important, since it provides
the artery for information and truth. By communicating the organization's vision,
management defines where it's going. By communicating its values, the methods
for getting there are established.

3. Consider all emplgees as equal partnerJrust is established when even the
newest rookie, a patimer, or the lowest paid employee feels important and part
of the team. This begins with management not being aloof, as well as getting out
and meeting the troops. This shibbe followed by leaders seeking opinions and
ideas (and giving credit for them), knowing the names of employees and their
families and treating one and all with genuine respect.

4. Focus on shared, rather than personal goalWhen employees feel everyone is
pulling together to accomplish a shared vision, rather than a series of personal
agendas, trust results. This is the essence of teamwork. When a team really works,
the players trust one another. N

5. Do _what's right, regardless of personal riskVe all know ntuitively what's QN
"right" in nearly every situation. Following this instinctive sense, and ignoringeg
o

@©
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any personal consequences will nearly always create respect from those around

us. From this respect will come trust.

All right, that's the positive. But whabout the negativethe five fastest ways tose
trust from our ceworkers.

1. Act and speak inconsistentlfNothing confuses people faster than inconsistency

And if confusion due to contradiction is the only constant, trust is sure to fall

victim.

2. Seekpersonal rather than shared gairOne who is out only for him or herself,

especially in a team environment, quickly loses the respect and trust of others.

3. Withhold information. When the communication channels shut dewnth top

down and bottorup- rumors start and misinformation is believed to be real. Then
come denials. True information is often too late, or is never offered. Then trust

falls apart.

4. Lie or tell half-truths. Untruthfulness is a quick way to break a bond of trust.

People may accept ibnce, even twice, but as the old saying goes, "twice

burned..."

5. Be closedminded An unwillingness to consider other ideas and points of view,
and/ or to create an atmosphere of
will certainly cutoff communicaton and eventually shatter trust.

When we look at the truly successful organizations of both today and yesterday, we f

their leaders fostered these five principles of creating trust. Consider the great military

leaders of history (Augustus Caesar, Qlicgomwell and George Washington), as well

as the genuinely beloved political leaders (yes, there actually have been some: Joan of
Arc, Peter the Great and Gandhi). And then there are the highly respected industrial

leaders (Henry Ford, Lee lacocca anckJatelch). All of these great leaders built trust

among their superiors, peers and subordinates, and it was this that spurred success and

greatness for themselves, their units, alliances and companies

ind
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Day Il (Afternoon) Importance of Communication

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time
Methods

Learning Objective: flIntroduction and | ExerciseA 10

To create an awareness in { clarification of Lecture 20

participants regarding concepts

importance of communicatio

and the barriers to effectiv .
{Barriers to

communication. To empowe : Lecture 10
the participants to be betf Efective Exercise B) 40
communicators by providin¢ Communiation Exercise C) 10
them with relevant inputs an QuestionnaireX) | 10
also sharpening their skills QuestionnaireR) | 10

Exercisg(D) 30

Resources required
1 Projector and computer | fimproving Lecture 10
I Flipcharts, marker pens | Communication
1 PowerPoint Slides
1 A4 size papers

| 150
Instructor Guide
(i) ExerciseA. Use it as Ice breaking sessi
(i) Pleaseead the write up, ACommunicati on

sequence of topics suggested for the session closely follows thedeixite from time
to time based on these material. Please $Sk#ges Day Il (F) Introduction to
Communication.

(iif) Whenever OHPSIlideis used, take care not to turn back and look at the screen. The
trainer should always face the audience. If something is to be pointed, it danden
the transparendéylank slide which will also get projected.

(iv) Proceed toExercise B and then lecture usingSlides Day Il (F) Barriers to
Communication.

(v) After theExerciseCA Separ at e F a c t, she framer shouldmpdintqute n c e
that Separating Facts from Inferences is basically a communicatiomnrggdective of
the field of applications. Number of correct responsgsdnticipants may also be checked
(only statement No.3 is a fact). Differencesnidividual and group effectiveness can also
be observed.

(vi) For QuestionnairesA and B on Listening andSpeaking respondents should be
askedtyi ve O6Yesd or ONod answers to each QU
during majority of situations. They have to answer questions based on howahlely
behave and not how they should behave. Most partispaii know theideal answers
and so the questionnaires will give them some idea abheuntselves as listeners and
speakers. If necessary, the trainer can give spknations.

(vii) Conduct thedrawing exerciseD.
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Reading Material for Facilitator and participants.
COMMUNICATION IN ORGANIZATIONS

Organizations, large and small, commercial andfoleprofit, religious and educational

i are allstructured to facilitate the achievement of objectives. The communication process
in an organization connecssperiors, subordinates, members of the peer group and the
external environment . solélyemnuoigationmes hedhas theo b
main task of linking and relating the organization with the environment.

In the absence of communication, humamge will have to exist as individuals never
benefiting from the sharing of emotions, experiences, knowledge etc. Without
communication, which has undisputed primaryhe affairs of human race, man will not
be able to unit to overcome limitations andwesachievements.

Communication involves the transfer or rather exchange of ideas, information,
understanding, feelingg,mot i ons et c. between individusaé
what and why to whom through whishh ann el wi th whthigisaef f ed
reasonably comprehensive definition of communication, itpsogess oriented one. It
should be stated in this context that the concept of communication is common
understanding between the involved parti@ghom we shall refer to as the Sended
Receiveri about whatis being communicated which we shall term as Message.
AMessageO may denot e dordata thhStatisgcs to amotpnsragd f r
feelings.

The Importance of Communication

Studies have been conducted on the amouninaf §pent on communication by people
from differentwalks of life. It is found that the group that has to spend least time for the
process of communication is thleop floor level workers in manufacturing organizations.
Even in their case, 40 to 60% of tinsespentort o mmu ni cati on. As a
in the organizational echelon is higher and higher, the time requirbd &pent on
communication is more and more. The head of any organization may be expected to spend
morethan 80% of his/her time or®e form of communication or the other. What this
means is that howveffectively, efficiently, creatively and productively that person
communicates will decide his overaffectiveness, efficiency, creativity and productivity

to a corresponding extent. Themmunication process amy organization is so vital for

the achievement of its objectives. How a communication system is managed in
organization ie., how effective it is, has a profound impact on the ultimate effectiveness
of the totalorganization.

Numerous studies have confirmed the impact of communication, organizational
productivity, efficiency and effectiveness. In one such study, the reasons for wide
variations in productivity among twentgeven branches of a packagedelivery
organization, wex explored. As part of the study communication de¢ae collected

from the 975 employees from the branches. Comparison of productivity and
communicationdata revealed positive correlation between high performance and open
communication between superiorsgdasubordinates.

In a survey conducted among nearly a hundred business organizations with the objective
of determining how much of top management has to say is actually understood, ®
following facts weregevealed. (qp)
-

o

@©
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1. At the vice presidential level manageinderstand about two thirds of what
they hear from the top
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2. At the general supervisor level managers understand 56 per cent of the top level
information.

3. At the manager level managers perceive only 40 per cent.
4. Foremen perceive 30 per cent
5. Pesons on the production line understand 20 per cent

The above findings throw light on the need and potential for management for improving
communication skills.

The ABCs of Communication

Like any other process, communication also has its ABCs and it restitey to notehat the
ABCs of communication are:

A - Attractiveness

B - Brevity

C - Clarity

The Process of Communication

Whatever is being communicated is calle
message originatésthe one who initiates the procesfscommunicatiori is called the

Sender. The person for whom the communication is meant is called the Receiver.
Communication cannot take place in a vaccum. It has to have a medium or channel. After
receiving the message t titethésenear ehevpovigion wi |
for that exists. This part of the communication process may be termed Feedback. When
thereisno provision for ORecei ver t o-w8&ender
communication.This, in most cases, may increase the disto between the intended
message and the one that received. There are various barriers to effective
communication which may affect thgocess at any stage and they can be collectively
designated by t hllowing model dviNl DUst&E the protelsseof
communication.
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NOISE NOISE NOISE

I

SENDER | 3 MESSAGE | | MEDIUM | RECEIVER

FEEDBACK

NOISE

Communication Categories

Based on the presence or absence of two important attributes of communication viz.,
effectiveness andnpressiveness, all communication can be grouped in to one of the
following categories:

- Effective and Impressive

- Effective but Unimpressive

- Ineffective but Impressive

- Ineffective and Unimpressive

Needless to mention, the best of the above lot is the first category and the last one is the
worst. ts houl d be onebds ai matibneffeatigekard attribuge edctre r
is present while the other lacking. If a choice is to be made between the second and
third categories, definitely the preference mustdsehe second one. In other words, if
we have to prioritize, effectiveness hasracy.

Barriers to Effective Organizational Communication

There are many barriers that can impede the process of communication resulting in a
communicationbreakdown. Some of the common barriers to effective communication
are described below. Howevershould be remembered that the list is not exhaustive.

(i) Transmission Alterations This refers to the changes that the original message
undergoes when gasses through various people. The greater the differences between the
people involved with respect warious factors like cultural background, social class,
educational level, age group, experience etcgtieater will be the alterations that the
message undergoes. One effective way to overcome the baoriet least reduce its ill
effectsi would ke to ask the receiver to repeat what he/she has under3tasduwill ™
provide the sender with an opportunity make corrections to the perceived messageﬂg
found necessary. When one has the role of the receiver and if the sender is not makiry




any effort on e linessuggested above, the receiver may take the initiative for making
the required clarification.

(i) Physical Limitations The difference between perception and reality may be termed
perceptual erroiOur sensory limitations those of sight, soundouch, taste and smell
restrict perceptual clarity.

(i) Inattention: This is related to the receiver, care should be taken to give proper
attention to theme s s ag e . When in sendero6és rol e, 0
after ensuring required levef attention on the part of the receivers. Despite physical
proximity with the sfattedtienrmay dorheedown erchis/hey e r
thoughts may take side excursions while the sender is talKing.sender should
recognize this as a naturaldanormal phenomenon and make effortstoregagnc e i v e r
attention at periodic intervals.

Q>
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(iv) Selective Listening When receivers tend to fAbl ock
it is contradictory to what one believes, it results in selective perceptics a common
practice forpeople to ignore or distort information that conflicts with ones prescribed
notions.

(v) Mistrust of the Source:Over a period of time, we develop various levels of trust,
confidence or faitlin the words of the sender. It pnae termed source credibility. To be
an effective communicator, orstould develop himself/herself as a credible source of
information.

(vi) Exaggeration:People may resort to exaggeration to dramatize ones presentation or
to make it morattractive, hummus etc. However, in the long run, one who is known to
exaggerate alwayesescredibility.

(vii) Distortion: Distortion of the original message may occur due to various factors.
Distortion may beaccidental or intentional. In earlier case, the end résuibdesirable
and harmful.

(viil) Uniqueness:No two phenomena, no too things, no two human beings are exactly
alike. Because dhe uniqueness of individuals, their experiences, and as a result of this,
their perceptions differ.

(ix) Badly Expressed Mesages Badly expressed messages may be the result of
inadequate preparatiomadequate control over the medium, mannerisms of the sender
etc. Even a wrong punctuation cegsult in badly expressed messages which may not
convey any meaning or may conveyunintendednessage.

(x) Unclarified Assumptions: When one hears, sees or reads something he/she may
make certaimssumptions, which have no relation with reality. When one makes decisions
or takes action based @among assumptions, the result will be disaus.

(xi) Abstractions:In abstracting the process of leaving something out to derive meaning
i people givaifferential emphasis to different factors. Because of this, different people,
when bombarded with theame stimulus or set of stimuli, may gidifferent responses
based on different conclusions.

(xii) AbsentmindednessMental preoccupation resulting in absentmindedness can be
very importantarrier to effective communication. When in the role of the receiver, on
should safeguarddimselffhes e |l f from it and when in t
signs of absentmindedness the part of the receiver and take steps to ensure proper &
attention and involvement. g




(xiii) Time Pressure:People in positions of authority and responsibility mayhsote
enough time taommunicate with everybody. Time Pressure can result in improper and
insufficient communicationTime pressure may even lead to skmrtuiting which
means people being left out of the fornchlannel of communication, who normally
would have been included.

Improving Communication Skills

Remember the old adage, AReading make &
conferenceareadgan o and practice it to be a wis

Though there are various forms of communication, more tfisamnot, we communicate
orally. Oralcommunication involves:

(i) Listening
(i) Speaking
Improving Organizational Communication

There is no magic formula for ensuring effective organizational communication as it is
too complicated process. However, ongiaational communication can be bettered. An
awareness of the barriers to effectoegnmunication will help in two ways:

(1) Avoiding the barriers or reducing their ill effectsoim ecémamunication

(2) Anticipating communication malfunctions in othersich helps to overcome many a
barrier in communication.

In ones effort to become a better communicator, he/she must not only strive to be
understood but also to understand. The task is twofold. First, the message must be
improved.So should be the undeasiding of what other people are trying to communicate

to them.Some techniques that will aid in the accomplishment of these tasks are discussed
below:

1. Receiver OrientationTo improve communication, one should speak the language of
the receiverCare soul d be taken to use words and
intelligence and background.

2. Attention to the ABCsAs a guiding principle for effective communication it should
always beemembered to give proper attention to the ABCs viz., attractisghesvity
and clarity.

3. Appropriateness:Appropriateness in communication means a lot of things. There
should not be tomuch or too little of communication. It should not be too formal or too
informal. It should sounderious or humorous depending twe topic being discussed,
the nature of the receiver, timagailability etc.

4. Use of Humour:Communication process is akin to the functioning of machinery with
moving partswvhich requires lubrication for smooth frictidree operation. An effective
0l ubant 6 f oofcommunicapon is buemsus However, care should be taken
to use it judiciously to avoid unintendednegative results.

5. Use of Right AppealThe effectiveness of communication will be greatly enhanced<{
when the rightappeal is use The skill of the communicator lies in identifying the right
appeal for each situation atiten using it.
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6. Repetition: The universally acknowledged principle of learning viz., repetition can
greatly contributéo communication effectiveness. Repetitwil ensure that even if one
part of the message is netderstood, there are other parts, which will carry the same
meaning.

7. Effective Timing A host of message compete for
Many are not evedecoded or received jusecause of the impossibility of taking them

all in. Messages are bastderstood and received when they face least competition from
other messages. Improper timing casult in distortions and value judgements which are
harmful.

8. Simplifying Language: Many people, especially teachers and trainers have the habit
of resorting totechnical jargon that transforms simple concepts into complex puzzles.
Complicated language isvary important barrier to effective communication. It has to be
recognized that edictivecommunication involves transmitting understanding as well as
information.

9. Effective Listening Effective listening is as important to communication as effective
speakingManagers must not only seek to be understood but also to understando@&y pro
listening, one carencourage other to express true feelings, hopes, aspirations and
emotions. More than just listening,l i st eni ng with understand

Conclusion

The above discussion attempted to convey the basics in the procesarotinication

and means aneechniques for effective communication. The principles described apply
to oral and written communicatiand is equally significant whether communication is
vertical, horizontal or diagonal. Some of the technigeaggested forimproving
communication may find difficulty in being translated in to action for want of time.
However, it is hoped that the discussion has thrown enough light on the challenge of
effective communicatiorand its requirements. Managers have to be effeativieoth
transmission and reception. They mastnmunicate effectively in their endeavour to
understand and be understood, which will go a long waypmoving their effectiveness

and efficiency as managers.
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EXCERSISE A
PLEASE FOLLOW THE INSTRUCTIONS
01. Read everything before doing anything, but work as rapidly as you can
02. Put you name and address ithe space provided for:
Name: ééééééeeéééeé
Address: éeéeeéeceée.

03. Circle the world name in the second instruction

04. Write the name of your native place:
05. Now draw a circle around the title of this paper

06. Sign your name under the title

07l n sentence four, draw a circle around
08. Write the name of I ndiads Capital: éé
09. Underline all of sentence seven

10. Stand up for a few seconds (2 to 5 seconds will do)

11. Draw an fAX0 in the lapewer | eft hand c
12. Draw a circle around the AX0 you dre
13. Write the name of your husband or wife if you are married If not, write your
fatherds name: ééeééé.

14. Draw a circle around the word ACapit
15. Shout out loud your name whe you get to this point

16. I f you think you have followed instr

such way that everyone in the room can hear you.

17. Close your eyes and raise your left hand over your head

18. Write your designation

19. Countout loud and clear in your voice, backwards from ten to one.

20. Now that you have read the instructions carefully, do only what instructions one
and twenty askyou to do. Ignore all other directions.

Note: Please do not give this paper to anybody; make no comments or explanations
If you have read this far, pretend that you are still writing. Let us see how many
personsreally follow instructions carefully.
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SLIDES DAY Il (F) INTRODUCTIO N TO COMMUNICATION.

Communication

INTRODUCTION TO COMMUNICATION

Importance of Communication

ABC of Communication
- Attractiveness
- Brevity

- Clarity

The Process of Communication

NOISE wolsE HOISE.

N S

| SENTER: HWHMN |_..|mm'n|

Communication category
- Effective and Impressive

- Effective but Unimpressive

- Ineffective but Impressive

- Ineffective and Unimprassive
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EXERCISE B
The following modus operandi is suggested forstoey telling exercise

(a) Request five volunteers to wait outside the hall at a distance from thibgreannot
hear what somebody speaks in the class.

(b) Allot them numbers-b and tell them that they will have to return to ciaghis order
when called

(c) Request anyone in the hall to share an interesting incident in her/highiiéé, other
participants do not know.

(d) After the narration is over, gaest volunteer No.1 to return to the cléise/he may
be given a chair right in the front.

(e) Request any member in the audience to come forward and repeatrgt®n she/he
heard. Volunteer No.1 should be asked to listen carefallthe narration rad others
should be instructed not to offer explanatiasiarifications etc.

(f) After this step is over, volunteer No.2 should be brought to the clasgaindteer
No.1 should tell her/him what he heard.

(9) This process has to be continued. Voluntee2hould repeat whahe/he heard to
Volunteer No.3 and Volunteer No.3 has to do the saitieVolunteer No.4.

(h) Volunteer No.4 should be asked to go to Volunteer No.5 who is waititside and
tell her/him what she/he heard.

(i) After step (h) Volurg¢er Nos.4 and 5 should return to the class. VoluiNeet should
be requested to occupy a seat and No.5 should be aslepd#t what she/he heard to the

group.

() The narrations by Volunteer No.5 and that of the original storytellebeaompared
to get some idea of the transmission alterations.

(k) This exercise can be very interesting and audience usually butatighing during
each narration.

() 1t will be interesting to record the original story and the narration oliblanteer
No.5 for obvbus reasons.
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SLIDES DAY Il (F) BARRIERS TO COMMUNICATION

Barriers
to

Communication

Barriers to Effective Organizational Communication

=>Transmission Alterations »Uniqueness

»Physical Limitations »Badly Expressed

. Messages
»Inattention g

»Seleciive Listening »Unclarified Assumptions

SV e TS T »Unclarified Assumptions

) ) »Absentmindedness
»Exaggeration

> Distorfion »Time Pressure
-~

After Exercise D

o Improving Communication Skills

0 Improving Organisational Communication
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Exercise C
SEPARATE FACT FROM INFERENCE
Read the narration carefully which follows. Then see how well you can distinguish a
FACT from an INFERENCE.

Shama, a buyer with the XYZompanywass c hedul ed for a 10 O
Singhdés office to discuss the terms of a
slipped on a freshly waxed floor and as a result received a badly bruised leg. By the time
Singh was notified of the accidefama was on the way to the hospital fena}t. Singh

called the hospital to enquire, but no one there seemed to know anything about Sharma.
It is possible that Singh called the wrong hospital.

Examine the statements below. Without discussion, put a Wcknark against each
statement as to whether it is a FACT or an INFERENCE (in the personal choice columns)

Personal Choice | Group Choice
Fact | Inference | Fact Inference

Statements

1. Mr. Sharma is a buyer

Shama was supposed to meet with Si|

3. Shamawas schedul ed

meeting

The accident occurred at XYZ compal

Shama was Taken to the hospital for

ray

6. No one at the hospital which Singh call
knew anything about Shama

7. Singh had called the wrong hospital.

no

S P
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Questionnaire A
COMMUNICATING EFFECTIVELY -l (LISTENING)

1. Are you waiting impatiently for the other person to shut up so that you can talk?

2. Are you in such a hurry to offer a so
3. Are you listening only for whatou like to hear?

4. Do emotional blocks get in the way of your listening?

5. Do your thoughts take side excursions while the other person is talking?

6. Are you memorizing more details instead of getting the main points?

7. Do you quit listening when treaibject matter gets difficult?

8. Do you have a negative attitude while listening?

9. Do you just pretend to listen?

10. Do you put yourself i n the speaker 6s
that?

11. Do you take into account that you and theaker may not be discussing the same

question?

12. Are you alert for misunderstandings
the same to you as they do to the speaker?

13. Do you try to find out what the argument is about? Whether there is #ferainde

of opinions or is it just a matter of stating the problem?
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QuestionnaireB
COMMUNICATING EFFECTIVELY -ll (SPEAKING)

1. Are you careful to watch for signs of misunderstandings in your listener?

2. Do you choose wor ds t heandbdckgtountsBh e | i st

3. Do you think out directions before giving them?

4. Do you breakdown orders in to small enough packages?

5. If your listener does not ask questions about a new idea you are presenting, do you
assume that he/she understands it?

6. Do you speak digictly? Control distractions as far as possible?

7. Do you fAbaleo your thoughts before sp

8. Do you put the listener at ease?

9. Do you encourage questions?

10.Do you assume that you know what the other person has in his/her mind? Or do
you ask questions to find out?

11.Do you distinguish between facts and opinions?

12.Do you stiffen up the opposition by contradicting his/her/their statements?

13.Do you influence your | isteners to be

people?
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EXERCISE D

Theparticipants may be divided in to two equal groups (say No. Ones affavids) and
one group can be asked to wait outside the hall.

To each participant inside the hall a piece of paper (%2 of an A4 sizesiadt) be given
and they should be requestedwrite their names on top left. THellowing 2 figures

should be projected on the screen and each participant shouldre®py the figures on
their sheets of paper reasonably big enough, with the sketchhaengl!l be supplied to
them.

Then theyshould be given the instruction shéetample attachedwhich will be of A4
size. The group of No. Ones who are given the role of senders shogilkhehe task

of making one from the other group (they will be receivers) dragadhee diagram that
No. Ones have drawn initially on the right hand side ofitisruction sheet, by giving
written instructions. They cannot give any pictodal r ect i ves. After
writing down instructions their initial drawingshould be collected and kept ayv The
pictures should no longer be projected ongbeeen. Then the group, which has been
waiting outside the hall, should be askeatdme in. The senders should hand over the
instruction sheets to the receivers. Thender should not be allowed to lbra
communicate with the receivers. But thelyould be encouraged to watch how the

receivers proceed. Once the receivers lawemp | et ed Ot heir 6 dr aw

sheets should be collected back and ehcha wi ng shoul d be pai

r e

Each set should be shown to the entjg¢ oup wi th trainerds

appropriate.
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Day Il (Forenoon):Motivation

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time

Methods
Learning Obijective: Introduction b Video 1 20 min
To make the participany motivation.
aware of the multifaceted Discussion 20 min
impact of the concept d Types of Motivation,
motivation, sources 0 Questionnaire | 25 min
motivation and its impac How to motivate
upon efficient organisationg team members. Group 20 min
functioning. discussion
Resources required Video 2A 20 min
1 Projector and computer Video B 20 min
9 Flipcharts, marker pens
f PowerPoint Slides Lecture 15min
1 Tower Building Materials

150

Instructor Guide
Pl eas e s h olhe Qrdnary Heiioab ef the Baj HoteRohit Deshpandé
Di scuss: 6 What motivatesd in context of

We have seen in the video that the employees were selected based on theiiraties.
are your Persondalues? Do you knowhitiate further dscussion.

Ask for the questionnaire to be filled up and then give the key to the questionnaire. Initiate
group discussion. Explain how each personality types can be motivated given their
vocational personality type.

Show the vides

1. Dan Ariely What maks us feel good about our work
2. Dan Pink: The puzzle of motivation.

Give a lecture using slides.
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QUESTIONNAIRE

Check all of the statements that describe you most of the time.

A
Are you: Can you: Do you like to:
__ practical _fix electrical things _tinker with machines
__ athletic __ solve mechanical problems __ work outdoors
__ straightforward __pitch a tent __be physically active
__mechanically inclined __ play a sport _ work with your hands
__anature lover __read a blueprint __ build things
__cunous about the physical world? __operate tools and machinery? _ wortk on cars?
TOTAL
B
Are you: Can you: Do you like to:
__inquisitive __ think abstractly __explore ideas
__analytical __solve math problems __use computers
__scientific __understand physics theories __ work independently
__observant _do complex calculations __ perform lab experiments
_logical __ use a microscope __read scientific or technical magazines
__ precisg? __interpret formulas? __analyze data?
C
Are you: Can you: Do you like to:
__creative _ sketch, draw, paint __solve problems in original ways
__ intwitive __use intuition __read fiction, plays, poetry
__imaginative __play a musical nstrument __use verbal abilities to speal, act, entertain
__ innovative __write stories, poetry, music __ take photographs
__ sensitive _develop new ideas, approaches __use visualization abilities
_an individualist? _design fashions or interiors? __ express yvourself creatively?
TOTAL
D
Are you: Can you: Do You Like To:
__ friendly __teach or train others __use social and interpersonal skills
__helpful ___express vour feelings clearly __help people with their problems
_ idealistic __lead a group discussion _lead groups
__insightful about people _mediate disputes __use communication skills
__outgoing with others __cooperate well with others __teach or train others
_ understanding? _ otk well in groups or teams? __ provide support, empathy?
TOTAL
E
Are you: Can you: Do You Like To:
__ self-confident __ initiate projects _make decisions affecting others
_ assertive __convince people to do things your way __use energy or drive
__sociable __ sell things or promote 1deas __give speeches or talks
__ persuasive __ give talks or speeches _use skills in argument or debate
__enthusiastic __organize activities and events _ take risks
__ energetic? _lead a group? __organize and lead others?
TOTAL
F
Are you: Can you: Do You Like To:
_ well-organized _ work well within an authority system or __ follow defined procedures
__accurate with details and numbers organization __make charts, tables and graphs
__interested in number crunching __write reports _ work with numbers

__ methodical
__conscientious about facts

__ sfficient?

_keep accurate records

__use a computer terminal

__ perform calculations

__ gather, organize and report data?

__type or do word processing
__classify and organize information
__be responsible for details?

TOTAL
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KEY TO QUESTIONNAIRE

John Holland, Ph.D., professor emeritus at Johns Hopkins University, is a psychologist
who devoted his professional life to resdang issues related to career choice and
satisfaction. He developed a wkhown theory, and designed several assessments and
supporting materials to assist people in making effective career choices. His theory and
assessment tools have helped millionspebple worldwide and are supported by
hundreds of research studies.

Hol | andds Theory

Holland found that people needing help with career decisions can be supported by
understanding their resemblance to the following six ideal vocational personality types

Realistic (R)
Investigative (I)
Artistic (A)
Social (S)
Enterprising (E)
Conventional (C)

Work settings can also be categorized by their resemblance to six similar model work
environments. Because people search for environmieasit@iow them to express their
interests, skills, attitudes and values, and take on interesting problems and agreeable roles,
work environments become populated by individuals with related occupational
personality types.

Hol l andds Six Personality Types

The descriptions of Hollandés personalit
personality types are visually represented by a hexagonal model. The types closest to each
other on the hexagon have the most characteristics in common. Thos¢hgtpase
furthest apart, i.e., opposites on the hexagon, have the least in common.

Listed below are the six Holland Occupational Personality Types. The descriptions of
Apure typeso wil/l rarely be an exacea fit
likely combine several types to varying degrees. To get a better picture of how your
interests and skills relate to the types and to identify your dominant type, you can
highlight the phrases in each description that are true for you.

Realistic (R)
as building, mechanics, machinery operation and athletics. They prefer to work wi

things rather than ideas and people. They enjoy engaging in physical activityemd oft
like being outdoors and working with plants and animals. People who fall into this

Redistic individuals are active and stable and enjoy hamdsr manual activities, such %.D

(@]
@
o




category generally prefer t -orienfietl setimghas by
opposed to spending extended periods of time in a classroom. Realistic typés tend
communicate in a frank, direct manner and value material things. They perceive
themselves as skilled in mechanical and physical activities but may be uncomfortable or
less adept with human relations. The preferred work environment of the realistic type
fosters technical competencies and work that allows them to produce tangible results.

Investigative (1)

Investigative individuals are analytical, intellectual and observant and enjoy research,
mathematical or scientific activities. They are drawn toigodus challenges and may

be stifled in highly structured environments. People who fall into this category enjoy
using logic and solving highly complex, abstract problems. Because they are introspective
and focused on creative problem solving, investigatypes often work autonomously

and do not seek leadership roles. They place a high value on science and learning and
perceive themselves as scholarly and having scientific or mathematical ability but lacking
leadership and persuasive skills. The preferredk environment of the investigative type
encourages scientific competencies, allows independent work and focuses on solving
abstract, complex problems in original ways.

Artistic (A)

Artistic individuals are original, intuitive and imaginative and gngoeative activities,

such as composing or playing music, writing, drawing or painting and acting in or
directing stage productions. They seek opportunities foresgifession through artistic
creation. People who fall into this category prefer flexypiéind ambiguity and have an
aversion to convention and conformity. Artistic types are generally impulsive and
emotional and tend to communicate in a very expressive and open manner. They value
aesthetics and view themselves as creative;coaforming andas appreciating or
possessing musical, dramatic, artistic or writing abilities while lacking clerical or
organizational skills. The preferred work environment of the artistic type fosters creative
competencies, and encourages originality and use of thgination in a flexible,
unstructured setting.

Social (S)

Social individuals are humanistic, idealistic, responsible and concerned with the welfare
of others. They enjoy participating in group activities and helping, training, healing,
counsellingor deweloping others. They are generally focused on human relationships and
enjoy social activities and solving interpersonal problems. Social types seek opportunities
to work as part of a team, solve problems through discussions and utilize interpersonal
skills but may avoid activities that involve systematic use of equipment or machines.
Because they genuinely enjoy working with people, they communicate in a warm and
tactful manner and can be persuasive. They view themselves as understanding, helpful,
cheerfuland skilled in teaching but lacking in mechanical ability. The preferred work
environment of the social type encourages teamwork and allows for significant
interaction with others.
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Enterprising (E)

Enterprising individuals are energetic, ambitious, atlwews, sociable and self
confident. They enjoy activities that require them to persuade others, such as sales, and
seek out leadership roles. They are invigorated by using their interpersonal, leadership
and persuasive abilities to obtain organizatiorwallg) or economic gain but may avoid
routine or systematic activities. They are often effective public speakers and are generally
sociable but may be viewed as domineering. They view themselves as assertive, self
confident and skilled in leadership and dpeg but lacking in scientific abilities. The
preferred work environment of the enterprising type encourages them to engage in
activities, such as leadership, management and selling, and rewards them through the
attainment of money, power and status.

Conventional (C)

Conventional individuals are efficient, careful, conforming, organized and conscientious.
They are comfortable working within an established chain of command and prefer
carrying out weHldefined instructions over assuming leadership rolesyTprefer
organized, systematic activities and have an aversion to ambiguity. They are skilled in
and often enjoy maintaining and manipulating data, organizing schedules and operating
of fice equipment . While they ratheylare see
thorough, persistent and reliable in carrying out tasks. Conventional types view
themselves as responsible, orderly and efficient, and possessing clerical, organizational
and numerical abilities. They may also see themselves as unimaginalaskiog in
creativity. The preferred work environment of the conventional type fosters
organizational competencies, such as record keeping and data management, in a
structured operation and places high value on conformity and dependability.

In the above gestionnaire each work personality type is represented as follows:

Realistic (R)
Investigative (1)
Artistic (A)
Social (S)
Enterprising (E)
Conventional (C)

TMOOm>

The scores tell you what is your work personality type. However, most of us will have
one dominant type of work personality along with other types of work personality. An
individual finds most satisfaction when his work or assignments find accomplishment of
their work personalitiesThus, that individual finds the work enjoyable and thigurn
motivates him to perform better job.
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Material for both the course facilitator and the participants
MOTIVATION

1. Introduction

People differ by nature, not only in their ability to perform a specific task but also
in their will to do so. People witless ability but stronger will are able to perform better
than people with superior ability and lack of will. Hard work is crucial to success and
achievement. This belief was underscored by Albert Einstein when he said that "genius
is 10% inspiration an@0% perspiration.” This "will" to do is known as motivation.

The force of motivation is a dynamic force setting a person into motion or action.
The word motivation is derived from motive which is defined as an active form of a
desire, craving or need whichust be satisfied. All motives are directed towards goals
and the needs and desires affect or change your behaviour which becomes goal oriented.
For example, if you ordinarily do not want to work overtime, it is quite likely that at a
particular time, younay need more money (desire) so you may change your behaviour,
work overtime (goal oriented behaviour) and satisfy your needs.

Viteles defines motivation as follows:

"Motivation represents an unsatisfied need which creates a state of tension or
disequilitrium, causing the individual to move in a goal directed pattern towards restoring
a state of equilibrium, by satisfying the need."

Motivated people are in constant state of tension. This tension is relieved by drives
towards an activity and outcome thatnieant to reduce or relieve such tension. The
greater the tension, the more activity will be needed to bring about relief and hence higher
the motivation.

2. Sources of motivation

Experts in the organizational behaviour field have a divided opinion aseiner
workers are motivated by factors in the external environment such as rewards or fear or
whether motivation is seljenerated without the application of external factors. It is quite
well understood that under the same set of external factors &ergaare not equally
motivated. Some of these motivational sources are:

a) Positive Motivation Positive motivation involves proper recognition of
employee efforts and appreciation of employee contribution towards the organizational
goal achievement. Suchotivations improve the standards of performance, lead to good
team spirit and pride, a sense ofayeration and a feeling of belonging and happiness.
Some of the positive motivators are:

V Praise and credit for work done.

\% A sincere interest in the welfaoé subordinates.

\% Delegation of authority and responsibility to subordinates. (@))

\% Participation of subordinates in the decision making process. <
b) Negative or Fear Motivation This motivation is based upon the use of force, <d

power, fear and threats. The feapahishment or unfavourable consequences affects the
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behavioural changes. Some examples of negative motivation include the fear of failing in
the examination, and fear of being fired or demoted. Fear of failure in the examination
induces motivation in mangtudents to work harder and pass the course. Similarly, fear
of being fired keeps the workers in line with the organizational rules and regulations as
well as do a satisfactory job.

While the fear of punishment and actual punishment has resulted in togtrol
individual misbehaviour and has contributed towards positive performance in many
situations and is necessary and useful in many other situations such as disciplining a child
or handling a riot, it is not recommended or considered as a viable alterimatihe
current business and industrial environment.

This is based upon the trend and changes in the workforce including higher level
of employee education and extensive employee unionization.

However, punishment or fear of it is still the most commaohn&ue of behaviour
modification or control in today's life. When a child misbehaves, he is still spanked. If a
worker does not behave according to the way the organization wants him to behave, he is
fired. If a person does not behave as the society amdMants him to behave, he is
punished by arrest and jail. All religions threaten punishment in the life hereafter if a
person does not behave according to God's and religious rules.

Does the punishment system work? Does it change behaviour? Does the priso
system reform the criminal? Does spanking make a "good" child? This area has received
considerable attention and has become highly controversial. It has been proposed that
while punishment has immediate and shertn effect in affecting and changing
behaviour, the long term effects are highly questionable. A driver who gets fined for
running a red light where he is supposed to stop may vow never to do it again at that time,
but as the time passes, he will do it again.

In the context of organizational behour, no worker likes to be criticized, or
threatened with employment termination. Specifically, if the worker is punished for an
occasional undesired behaviour, it will have a negative effect on his morale, make him
bitter with a hostile state of mindffecting negatively his social interaction as well as his
sense of loyalty, perhaps resulting in poor performance and productivity and quality.

c) Extrinsic Motivation: This type of motivation is induced by external factors
which are primarily financiah nature. It is based upon the assumption that the behaviour
with results in positive rewards tends to be repeated. However, the reward for the desired
behaviour should be sufficiently powerful and durable so that it improves the probability
of occurrencef desirable behaviour. Money is probably the most important incentive for
positive behaviour since money can be used for a number of other resources.

These financial incentives and rewards have been a subject of debate whether they
really motivate the emgpyees or simply move them to work and perform. These include
higher pay, fringe benefits such as retirement plans, stock options, profit sharing scheme,
paid vacation, health and medical insurance, sympathetic supervision and people oriented
company polies.

LO

c) Intrinsic Motivation: Intrinsic Motivation stems from feelings of achievement ‘_g!n

and accomplishment and is concerned with the state eastihlization in which the S




satisfaction of accomplishing something worthwhile motivates the employee further so
that this motivation is selfenerated and is independent of financial rewards. For
example, there are many retired doctors who work free in the hospital because it gives
them a sense of accomplishment and satisfaction. Mother Teresa's work in thefslums o
Calcutta, India, not only motivates the people who work with her but also many others
who simply hear about her work and then want to join the team. Similarly, Peace Corps
workers work in uncomfortable environments at a minimal pay. Some of the intrinsic
motivators and praise, recognition, responsibility, esteem, power, status, challenges and
decision making responsibility.

3. Theories of Motivation

1. Maslow's Model Maslow's "needs hierarchy theory" is probably the most
widely used theory of motivatiom organization. Abraham Maslow9 suggested that
people have a complex set of exceptionally strong needs and the behaviour of individuals
at a particular moment is usually determined by their strongest need. He developed his
model of human motivation in 194 based upon his own clinical experience and
formulated his theory of hierarchical needs by asking the same question, "What is it that
makes people behave the way they do?" and made a list of answers from which he
developed a pattern. His theory is bagpdn two assumptions. First, that human beings
have many needs that are different in nature ranging from the biological needs at the lower
level which is the level of survival, to psychological needs at the upper extreme which is
the level of growth. Secaithat these needs occur in an order of hierarchy so that lower
level needs must be satisfied before higher level needs arise or become motivators.
Mahatma Gandhi, the Indian leader, once remarked that "even God cannot talk to a
hungry man except in ternad food." Similarly, there is a quotation from the Holy Guru
Granth Sahib, the holy scripture of Sikhs when a holy man says to god. "Take your rosary
beads away. | cannot worship and meditate on you when | am hungry.” This means that
if the people's basiseeds which are biological in nature are unsatisfied, then their total
attention will be focused upon these needs and it will not be possible to communicate
with them about other matters.

This model of hierarchical needs explains human behaviour in adyoenic
and realistic manner and is primarily based upon people's inner states as a basis for
motivation and the environmental conditions do not play any significant role. Maslow
postulates five basic needs arranged in successive levels. These needs totiange
resulting in change in goals and activities. These five needs are arranged in the form of a
pyramid as shown. The first three level needs at the bottom of the pyramid are known as
"deficiency needs, because they must be satisfied in ordsrdore the individual's very
existence and security and make him fundamentally comfortable. The top two sets of
needs are termedyrowth' needs because they are concerned with personal growth,
development and realization of one's potential.
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~—— GROWTH NEEDS

Love/belonging

DEFICIENCY
NEEDS

These needs are explained in detail as follows:
1. Physiological needs

The physiological needs form the foundation of the hierarchy and tend to have the
highest strength in terms of motivation. These are primarily the needs arising out of
physiological or bitbgical tension and they are there to sustain life itself and include the
basic needs for food, water, shelter and sex. Sexual need and desire is not to be confused
with love which is at the third level. Once these basic needs are satisfied to the degree
needed for the sufficient and comfortable operation of the body, then the other levels of
needs become important and start acting as motivators.

2. Security and Safety needs

Once the physiological needs are gratified, the safety and security needs become
predominant. These are the needs for-geervation as against physiological needs
which are for survival. These needs include those of security, stability, freedom from
anxiety and a structured and ordered environment. These safety and security needs are
really provisions against deprivation of satisfaction of physiological needs in the future.
It also involves a sense of protection against threats and danger of losing the job in the
future. In a civilized society such as ours, a person is usually dtéom threats of
violence or extremes in climate or fear of material safety, so that the safety and security
needs dwell upon economic and job security, life and medical insurance and other
protective measures to safeguard the satisfaction of physialaggeds in the future
which may be unpredictable.

3. Love and social needs

After the needs of the body and security are satisfied, then a sense of belongi
and acceptance becomes prominent in motivating behaviour. These needs includeﬁe
needs for lovefriendship, affection, and social interaction. We look for an environmen
where we are understood, respected and wanted. That is one reason for "polariz tiom
o




where people of similar background and beliefs tend to group together. "Love thy
neighbour" hasgrhaps a profound meaning.

4. Esteem needs

This need for esteem is to attain recognition from others which would induce a
feeling of selfworth and selconfidence in the individual. It is an urge for achievement,
prestige, status and power. Siedpects the internal recognition. The respect from others
is the external recognition and an appreciation of one's individuality as well as his
contribution. This would result in setonfidence, independence, status, reputation and
prestige. People then woulaedin to feel that they are useful and have some positive
effect on their surrounding environment.

5. Selfactualization needs

This last need is the need to develop fully and to realize one's capacities and
potentialities to the fullest extent possible, vevar these capacities and potentialities
may be. This is the highest level of need in Maslow's hierarchy and is activated as a
motivator when all other needs have been reasonably fulfilled. At this level, the person
seeks challenging work assignments thow for creativity and opportunities for
personal growth and advancement.

This need is for soul searching and is inogented. A seHactualized person is
creative, independent, content, and spontaneous and has a good perception of reality, and
he isconstantly striving to realize his full potential. Thus, "what a man 'can’ be, 'must’
be.ll

Maslow's model is a general model in which all needs interact with each other to
some degree. Needs are not necessarily linear, nor is the order of needs Jheigid.
relative dominance of many needs is variable and is continuously shifting. For example,
a selfactualized person may shift his priority to social needs and love needs instead of
prestige and status, if suddenly there occurs a vacuum due to loss \adaoloe.
Similarly, a person may not go to the higher need, even when his lower needs are satisfied.
It is also likely that a welprepared elite person may decide to enter a commune where
there is overwhelming emphasis on love and affection rather timah tthe corporate
ladder.

Maslow's theory made management aware that people are motivated by a wide
variety of needs and that management must provide an opportunity for the employees to
satisfy these needs through creating a physical and conceptual wdnerent, so that
people will be motivated to do their best to achieve organizational goals.

Thefirst level need the hierarchy, physiological needs can be satisfied through
such organizational efforts and incentives as adequate wages and salgriabéece
working conditions in order to improve comfort and avoid fatigue, more leisure time and
acceptable work environment in terms of lighting, ventilation, rest rooms, working space,
heat and noise level. Some bonuses and other fringe benefits wiljibg tmiotivational. o

The second level needsf safety and security can be satisfied through LO
management's initiative to provide life insurance, medical insurance, job security, cost
living increments, pension plans, freedom to unionize, and employeetjmotagainst S




automation. The economic security to some degree is provided by law in the form of
minimum wages, unemployment benefits, and welfare benefits. Similarly, unions protect
employees against discrimination and indiscriminate firing.

Since first lerel physiological needs and second level security needs are primarily
met by business, industrial, societal and legal environment, management must take steps
to satisfy higher level needs and must establish as to which of these needs are the stronger
sour@s of motivation.

When thethird level needsf love and affiliation become motivators, then people
find an opportunity in their work environment for establishing friendly interpersonal
relationships. The management can satisfy these needs by:

V Providing oortunities for employees to interact socially with each other
through coffee breaks, lunch facilities and recreational activities such as organized
sports programs, company picnics and other social get together.

V Creating team spirit by keeping work groupformal wherever possible
with friendly and supportive supervision.
V Conducting periodic meetings with all subordinates to discuss matters

pertaining to personal achievements and contributions as well as organizational
developments.

The fourth level needof selfesteem involve a feeling of satisfaction and
achievement and recognition for such achievement. The management can take the
following steps to satisfy these needs:

Vv Design more challenging tasks and provide positive feedback on
performance of empl@aes.

Vv Give recognition and encouragement for performance and contribution
and delegate additional authority to subordinates.

\% Involve subordinates in goal setting and decision making processes.

Vv Provide adequate training and executive development prograhedpo

employees successfully accomplish their goals and increase their competency on their
jobs.

\% Provide some of the symbols for status and respect, such as executive level
job title, private secretary, privileged parking, promotion, company car, stockisatind
write-ups about achievements in the company newspapers.

Thefifth and toplevel need®f selfactualization long for growth and creativity
and the management can take the following steps to satisfy these needs:

\% The employees should be given an apyaty to shape their own jobs.

Vv Give employees the freedom of expression. This will open the channels of
communication further and give the employees an opportunity to get involved.
\% Encourage and develop creativity among employees. Creativity is tied in

with freedom of expression and freedom of movement.

Maslow believed that from the point of organizational behaviour the managemef
should strive to create an organizational climate which motivates employees at all lev

of organizational hierarchy. Fgln
@©
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Researh has established that top managers generally are more able to satisfy their
higher level needs than lower level managers who have more routine jobs. Blue collar
workers who have very little freedom over job operations may not even experience the
higher level need.

2. ERG Theory

The ERG need theory, developed by Clayton Alderfer, is a refinement of
Maslow's needs hierarchy. Instead of Maslow's five needs, ERG theory condenses these
five needs into three needs.

These three needs are those of Existence, &iEass and Growth. The E, R and
G are the initials for these needs.

1) Existence needsThese needs are roughly comparable to the physiological and
safety needs of Maslow's model and are satisfied primarily by material incentives. They
include all physiolgical needs of Maslow's model and such safety needs which are
satisfied by financial and physical conditions rather than interpersonal relations. These
include the needs for sustenance, shelter and physical and psychological safety from
threats to peopleexistence and weleing.

2) Relatedness needfkelatedness needs roughly correspond to social and esteem
needs in Maslow's hierarchy. These needs are satisfied by personal relationships and
social interaction with others. It involves open communicatiwh lronest exchange of
thoughts and feelings with other organizational members.

3) Growth needs.These are the needs to develop and grow and reach the full
potential that a person is capable of reaching. They are similar to Maslow's self
actualization needsThese needs are fulfilled by strong personal involvement in the
organizational environment and look for new opportunities and challenges.

A rough similarity between ERG theory and Maslow's theory is as follows:

MASLOW ERG
Self-actualisation Growth
Self-esteem (upper level)
Selfesteem (lower level)
Social

Safety

Physiological

Relatedness

Existence

ERG theory differs from Maslow's theory in proposing that people may be

motivated by more than one kind of need at the same time. While Maslow s dbate

in the hierarchy of needs, a person will satisfy the lower level needs before he moves up

to the next level of needs and will stay at that need until it is satisfied, ERG theory

suggests that if a person is frustrated in satisfying his needsvard@vel, he will move

back to the lower level needs. For example, assume that a manager's existence need&.?re

fully satisfied and he looks for more challenging tasks to satisfy hiesém needs. If L0

his efforts are frustrated in meeting these chgksnhe will move back to existence needs —

and may ask for more material benefits. =
o




3. McClelland's Theory of Needs

Since the lower level needs in Maslow's model are generally satisfied by the
business, societal and legal systems, they are no longer stroingators. Studies
conducted by Harvard psychologist David Mcclelland concluded that from the
organizational behaviour point of view, the most prominent need is the need for
achievement, power and affiliation. The primary motive is the "achievement matige"
is defined as a "desire to succeed in competitive situations based upon an established or
perceived standard of excellence."

Individuals with a strong "need for achievement” (known as n Ach), ask for,
accept and perform well in challenging tasks whaxuire creativity, ingenuity and hard
work. They are constantly preoccupied with a desire for improvement and look for
situations in which successful outcomes are directly correlated with their efforts so that
they can claim credit for success. They takmderate and calculated risks and prefer to
get quick and precise feedback on their performance. They set more difficult but
achievable goals for themselves because success with easily achievable goals hardly
provides a sense of achievement: They desieatgr pleasure and excitement from
solving a complex problem than from financial incentives or simple praise.

The "need for power" (n Pow) is the desire to affect and control the behaviour of
other people and to manipulate the surroundings. Power motivathen applied
positively results in successful managers and leaders who prefer democratic style of
leadership. Power motivation, applied negatively tends to create arrogant autocratic
leadership. The individuals who are high in "n Pow" are describedwinland Stringer
as follows:

"They usually attempt to influence others directly making suggestions, by
giving their opinions and evaluations and by trying to talk others into things. They seek
positions of leadership in group activities; whether thegome leaders or are seen only
as "dominating individuals" depends on other attributes such as ability and sociability.
They are usually verbally fluent, often talkative, and sometimes argumentative."

These individuals tend to be superior performerssinagv high degree of loyalty
to the organization. They are more mature, with a strong sense of justice and equity and
are willing to sacrifice their own seifiterests for the sake of organizational interests.

The "need for affiliation" (n Aff) is relatedtsocial needs and reflects a desire for
friendly and warm relationships with others. Individuals tend to seek affiliation with
others who have similar beliefs, backgrounds and outlook on life. This results in the
formation of informal groups and informatganizations. It is evident in social circles
also that people mix with people of their own kind.

Individuals with high "n Aff" tend to get involved in jobs that require a high
amount of interpersonal contacts and relations such as jobs in teaching kdicd pu
relations. From organizational behaviour point of view, these individuals are highly
motivated to perform better in situations where personal support and approval are tied to
performance. They tend to avoid conflict and exhibit strong conformityetavibhes of
their friends.
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4. Herzberg's TwoFactor Theory

Fredrick Herzberg and his associates developed théawtor theory in the late
1950s and early 1960s. 15 As part of a study of job satisfaction, Herzberg and his
colleagues conducted-ofepth inerviews with over 200 engineers and accountants in the
Pittsburgh area. The researchers felt that a person'’s relation to his work is a basic one and
that his attitude towards work would determine his organization related behaviour. The
respondents were rened to describe in detail the type of environment in which they felt
exceptionally good about their jobs and the type of environment in which they felt bad
about their jobs. It seems natural to believe that people who are generally satisfied with
their job will be more dedicated to their work and perform it well as compared to those
people who are dissatisfied with their jobs. If the logic seems justified then it would be
useful to isolate these factors and conditions that produce satisfaction witlp twedjo
those factors which produce dissatisfaction.

The basic questions that were asked in the survey were the following two:
a) What is it about your job that you like? And
b) What is it about your job that you dislike?

Based upon these answers it was taaied that there are certain characteristics
or factors that tend to be consistently related to job satisfaction and there are other factors
that are consistently related to job dissatisfaction. Herzberg named the factors that are
related to job satisfacth as motivational factors, which are intrinsic in nature and factors
related to job dissatisfaction as maintenance or hygiene factors which are extrinsic in
nature. These factors are described in detail as follows.

1. Hygiene factors.

Hygiene factors doat motivate people. They simply prevent dissatisfaction and
maintain status quo. They produce no growth but prevent loss. The absence of these
factors leads to job dissatisfaction. The elimination of dissatisfaction does not mean
satisfaction and these tacs simply maintain a "zero level of motivation." For example,
if a person indicated "low pay" as a cause of dissatisfaction that would not necessarily
identify "high pay" as a cause of dissatisfaction.

U Wages, Salary and other types of employee benefits.

0 Company policies and administration rules that govern the working environment

U Interpersonal relations with peers, supervisors and subordinates. Cordial relations

with all will prevent frustration and dissatisfaction.

U Working conditions and job security. &fob security may be in the form of tenure

or it could be supported by a strong union.

U  Supervisor's technical competence as well as the quality of his supervision. If the

supervisor is knowledgeable about the work and is patient with his subordinates and

explains and guides them well, the subordinates would not be dissatisfied in this

respect.

All the hygiene factors are designed to avoid damage to efficiency or morale aht=

these are not expected to stimulate positive growth. LO
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The word "hygiene" is taken fno the medical field, where it means taking steps
to maintain your health but no necessarily improve it. For example brushing your teeth
helps prevent cavities but does not improve the condition of your teeth. Similarly, hygiene
factors in this theory of mivation prevent decay but do not encourage growth.

Hawthorne experiments were highly conclusive in suggesting that improvements
in working conditions or increments in financial benefits do not contribute to motivated
performance. A new plant or upgradedifities at a plant seldom motivate workers if the
workers do not enjoy their work and these physical facilities are not substitute for
employee feelings of recognition and achievement.

2. Motivational Factors

These factors are related to the nature ofkwjb content) and are intrinsic to
the job itself. These factors have a positive influence on morale, satisfaction, efficiency
and higher productivity. Some of these factors are:

X The job itself to be motivated, people must like and enjoy their jobsyBiecome

highly committed to goal achievement and do not mind working late hours in order to do
what is to be done. Their morale is high as evidenced by lack of absenteeism and tardiness.
X Recognition Proper recognition of an employee's contribution by th
management is highly morale boosting. It gives the workers a feeling of worth and self
esteem. It is human nature to be happy when appreciated. Thus, such recognition is highly
motivational

X Achievement A goal achievement gives a great feeling of acc@hpient. The

goal must be challenging, requiring initiative and creativity. An assembly line worker
finishing his routine work hardly gets the feeling of achievement. The opportunities must
exist for the meaningful achievement, otherwise workers beconwtized to the
environment and begin to find faults with it.

X Responsibility.It is an obligation on the part of the employee to carry out the
assigned duties satisfactorily. The higher the level of these duties, the more responsibility
the worker would feleand more motivated he would be. It is a good feeling to know that
you are considered a person of integrity and intelligence to be given a higher
responsibility. It is a motivational factor that helps growth.

X Growth and advancementlhese factors are alhterrelated and are positively
related to motivation. Job promotions, higher responsibility, participation in central
decision making and executive benefits are all signs of growth and advancement and add
to dedication and commitment of employees.

The Heeberg's twefactor model is tied in with Maslow's basic model in that
Maslow is helpful in identifying needs and Herzberg provides us with directions and
incentives that tend to satisfy these needs. Also, the hygiene factors in Herzberg's model
satisfy thdfirst three levels of Maslow's model of physiological needs, security and safety
needs and social needs and the motivational factors satisfy the last two higher level needs
of esteem and setfctualization.

The primary condition of any motivation at ampjis that the employee must like
and enjoy his job. If the employees are highly dissatisfied with their jobs, their morale
would be very low which would adversely affect their motivation. There are certai®O
indicators that reflect job dissatisfaction.
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Thes are: Employee unrest, excessive absenteeism and tardiness, excessive and
shortterm turnover, destructive union activity, desire of employee to retire early and so
on. Management must continuously monitor the work environment to see signs of any of
the dove indicators and take necessary corrective action.

On the other hand, motivation is closely tied with job satisfaction so that
management must take steps and offer privileges which would make the employees happy
with their jobs. Some of these privilegasd benefits include equitable wages and
salaries, timely promotion, participative style of management, good working conditions,
team spirit and so on.

While all these organisational and work related factors are important contributors
and catalysts for niivational processes, the most important factor is the person himself.
His own attitude towards life in general would determine his attitude towards his job.
People with generally negative attitudes about life and pessimists always complain about
everythirg including the job. Accordingly, in addition to providing a health work
environment, management must ensure that the employee is happy with himself and has
a positive outlook on life.

Reference
Chandan, J.S., Organizational Behaviour. Vikas Publishing&®¥T LTD 1994
Statt, D.A. Using Psychology in Management Training, Taylor and Francis Inc.2000
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SLIDES

Motivation

Sources of Motivation

(i) Posifive motivation

(i) Negative or Fear motivation
(iii) Extrinsic motivation

(iv) Infrinsic motivation

Theories of Motivation: Maslow's Needs Hirerchy

GROWTH NEEDS

Love/belonging

DEFICIENCY
NEEDS

Other theories

QERG Theory
aoMcClelland's Theory of Needs

QHerzberg's Two-Factor Theory
QHygiene factors

OMotivational factors
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Day IIl (Afternoon) Stress Management

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time
Methods
Learning Objective: Introduction, Questionnaire | 10 min
To familiarise the participant; Identifying
with knowledge regarding th) Understanding Stresy symptoms of
various causes of stres Stress.
identifying stress, type g Causes,
stress and apply various stre Group 10 min
management strategies. Managing Stress discussion
Resources required Lecture 30 min
1 Projector and computer
' Flipcharts, marker pens Videos1to 5 | 70 min
91 PowerPoint Slides
1 Yoga mas Yoga (pamphlet| 30 min
distribution)
150

Instructor Gude

Provide the participants witQuestionnaire: ldentifying symptoms of Stressid ask
them if they have suffered from one or more of these symptoms.

Have short group discussion asking the participants what they think about Stress, why do
they feel stressi and what they think they may do to manage their own stress levels.

Give lecture showing slides.
Show videos:

Kelly McGonigal: How to make stress your friend

Andy Puddicombe: All it takes is 10 mindful minutes

Richard Weller: Could the sun be good fouyheart?

Daniel Levitin: How to stay calm when you know you'll be stressed
Pico lyer: The art of stillness

arwnE

One of the best stress buster are the Yoga. The facilitator might consider practicing some
yoga with the participants @fuding by substitutingsone of the videos. However,
practicing yoga will require some additional resource like Yoga mat, avesetilated

room that large enough for doing the yoga and finally competency of the facilitator as
yoga practitioner. However, the participants may beeraged to do Yoga daily on their

own time. The pamphlets may be distributed.

There ardive additional videosvhich may be provided to the participants to view on
their own time, at home.
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QUESTIONNAIRE : Identifying symptoms of Stress

BODY MIND

Headaches Worrying
Frequent infections Muddled thinking
Muscular tension Inability to concentrate
Fatigue Nightmares
Skin irritations Indecisions
Breathlessness Negativity

Hasty decisions

Loss of confidence

Accident prone

More fussy Over- / under-eating
Irritability Loss of sex drive
Depression Drinking more
Anger Sleeplessness
Anxiousness Restlessness
Apprehension Smoking more

Ask the participants to mark all symptoms of Stress thathey may have endured
from time to time.
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SLIDES

STRESS MANAGEMENT

Understanding Stress
« Stress Defined

- The Cost of Stress

« Stress and the Individual

- General Adaptation Syndrome?
« Distress and Eustress

+ Indlividual Differences

SOURCES OF JOB STRESS

+ Job characteristics
+ Role Ambiguity
+ Role Conflict
+ Role Overload
- Role Underload

+ Interpersonal Relationships
« Amount of Contact with Others
- Amount of Contact with people In other Department
« Organisational Climate

+ Personal Factors

CONSEQUENCES OF JOB STRESS

+ Physical Health
- Psychological
- Performance

- Decision Making

COPING WITH JOB STRESS

- Work-Focused Coping Strategies
- Role Clarificafion
- Time Management
- Delegation
- Search for Mare Information and Direct Task Help
- Co~operative work Strategies
- Departure from the job

+ Emotion Focussed Coping Strategies
- Reduced Perfectionism
- Increased Social Support
- Increased Tolerance of Ambiguity
- Relaxafion Techniques
- HealthMainfenance

+ Crganizational Programmes to Manage Stress
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Material for both the course facilitator and the participants

STRESS MANAGEMENT
INTRODUCTION

Many people think they understand stress. In reality, howstress is complex and often
misunderstood. To learn how job stress truly works, we must first define it and then relate
it to the individual in the workplace.

Stress Defined

Although stress has been defined in many ways, a common ground of most dsfigition

that stress is caused by a stimulus, that the stimulus can be either physical or
psychological and that individual respond to the stimulus in some way. Here, then we
define stress as a person's adaptive response to a stimulus that places excessive
psychological or physical demands on that person.

Let us look at each component of this definition. First is the notion of adaptation. As we
discuss shortly, people adapt to stressful circumstances in any of several different ways.
Second is the role of théimulus. This stimulus is generally called a stressor. That is, a
stressor is anything that induces stress. The definition also notes that stressors can be
either psychological or physical. Finally, the demands placed on the individual by the
stressor mudie excessive for stress to result. Of course, what is excessive for one person
may be perfectly tolerable for another.

The Cost of Stress

The human cost is severe. In America, the estimated annual cost to industry of combined
absence from work, health algas, increased insurance and diminished productivity, is
thought to run close to $75 billion. The cost of stress related coronary heart disease alone
is about $30 billion. In Britain, at least 40 million working days are lost each year due to
the effectsof stress and it is estimated that stress related illness costs the medical and
social services an average of 55 million pound per year, accounting for los3 ueér2

cent in the gross national product.

Stress and the Individual

Much of what we know abougtress today can be traced to the pioneering work of Dr.
Hans Selye identified what he called general adaptation syndrome and the notions of
eustress and distress.

General Adaptation Syndrome?

According to this view, we each have a normal level of rexistdo stressful events.
Some of us can tolerate a great deal of stress, while others can handle much less, but
everyone has a basic threshold at which stress starts to affect us.

The GAS begins when a person first encounters a stressor. The first stglialarm.

At this point, the person may feel some degree of panic, may wonder how to cope, and so
forth. For example, suppose a manager is assigned a lengthy report to write overnight.
His first reaction may be, "How will | ever get this done by tame?"

If the stressor is too extreme, the person may simply be unable to cope with it at first. In

most cases, however, the individual gathers his or her strength (physical or emotion%lz
and resists the negative effects of the stressor. For example, nlagenavith the long

report to write may calm down, call home to say he's working late, role up his sIeevé‘Q
order out for dinner, and set to work. Thus, at stage 2 of the GAS, the person is resist%
the effects of the stressor. S




In many cases, the resistanphase may end the GAS. If, for example, the manager is
able to complete the report earlier than expected, he may drop it in his briefcase, smile to
himself, and reach home tired but happy. On the other hand, prolonged exposure to a
stressor, without regution, may bring on phase 3 of the GAS i.e exhaustion.

At this stage, the person literally gives up and can no longer fight the stressor. The
manager, for example, might fall asleep at his desk at 3.00 a.m and not get the report
finished.

Distress and Ewstress

Selye also pointed out that the effects of all stress need not be detrimental. For example,
receiving a bonus and then having to decide what to do with the money can be stressful.
So, too can getting a promotion, gaining recognition, getting maaretisimilar "good"

things. Selye called this type of stress eustress.

Of course, there is also negative stress. Called distress, this is what most people think of
when they hear the word stress. Excessive pressure, unreasonable demands on our time
bad rews, so on and so forth, all fall in to this category.

For purposes of simplicity, we will continue to use the simple term stress. It is important
to remember throughout the discussion, though, that stressor can be either positive or
negative. It can motate and stimulate us, or it can lead to any number of dangerous side
effects.

INDIVIDUAL DIFFERENCES

It is also important to note the effects of individual differences on stress. We have already
noted, for example, that people differ in their normal lewgélesistance to stressors.

Cultural differences are also important. For example, as detailed more fully in
international Perspective research by Cary Cooper suggests that American executives
may have less stress than executives in many other coumtdlesling Japan and Brazil.

Other research suggests that women are perhaps more prone to experience the
psychological effects of stress, whereas men may report more physical effects. Finally, it
has also been suggested that people who see themselvegjagebeoomplex are better

able to handle stress than are people who have a simpler view of themselves. We should
add, though, that the study of individual differences in stress is still in its infancy; it would
be premature to draw rigid conclusions abbatv different types of people handled
stress.

SOURCES OF JOB STRESS

Individuals will experience stress when they face new or threatening factors in their work
environments. While individuals will vary, of course, in what they experience as stressful
thereare some aspects of work that systematically create job stress for employees.

One major source of job stress is the job itself. The way the job is designed, the amount
of time pressure an individual faces, and the expectations others have of a perskn at wo
can all lead to job stress.

Interpersonal relationships are a second source of job stress. How much contact an
individual has with ceworkers and bosses, how much time he or she deals with clients
or consumers, and how pleasant in personal lives cdh asmr into the work
environment, adding further tension to an already stressful work situation.
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1) Job characteristics

A major source of job stress is a person's role in the organisation. A role is simply the set
of expectations that other people in thhganisation have an individual in his or her job.
Supervisors, covorkers, customers, suppliers, and inspectors all of these people expect
an individual to behave in certain predictable ways. Often, the expectations others have
of an employee are unclean, conflict, or too high for the employee to meet within the
time allotted, and he or she experiences stress.

a) Role Ambiguity

In order for people to perform their jobs well in organisations, they need to know their
job objectives, what they are expecteddo and not do, and what the scope and
responsibilities of their jobs are. When there is a lot of uncertainty surrounding job
definitions or job expectations, people experience role ambiguity.

With the recent increase in mergers and acquisitions ama@gr roorporations, for
instance, more and more employees are often unsure who is to perform which job duties.
Employees wonder if they are duplicating other people's work, and are uncertain about
whom they should be reporting their problems to. All thie mmbiguity is anxiety
arousing to employees, and they consequently experience job stress.

b) Role Conflict

Often employees discover that different groups of people in an organisation have widely
varying expectations of them and that they cannot medhedle expectations. This
inconsistency of expectations associated with a role is called role conflict. There are two
general types of role conflict in organisations.

The first type is intersender role conflict: two different groups have expectations of an
individual that are incompatible or inconsistent. For example, admissions of clerks in
hospitals are expected by public relations officers to be pleasant, sympathetic and helpful
to incoming patients and their families but are also expected by the cderfsroffice

to get detailed insurance and financial information. It is difficult for admissions clerks to
achieve both goals simultaneously.

The second type is intrasender role conflict: One group has incompatible or inconsistent
expectations of anothefhe plight of air traffic controllers is a good illustration of such
conflict. Air traffic controllers are under order from the Federal Aviation Administration

to properly space all air craft traffic. Nevertheless, control tower supervisors encourage
air traffic controllers to ignore some of these regulations because aircraft traffic would
get too heavy if all rules were followed to their letter. However, if a-nmess or an error
occurs, the controllers are disciplined by these same supervisors folllowirig the
regulations. Air traffic controllers are receiving inconsistent messages from their bosses
(ignore regulations; follow regulations) and experience tremendous stress as a result. In
one year alone at Chicago's O'Hare Airport, seven controbgerienced such acute
hypertension that they had to be carried out of the control tower on a stretcher.

c) Role Overload

Role Overload is a situation in which employees feel they are being asked to do more

than time or ability permits. Working under timeepsure is especially stressful. People

are anxious when they have a lot to do before some deadline; as time runs out, a fee&g
of impending disaster increases. o)

Two particularly interesting studies have been conducted on the impact of role overloee

on jobstress. g
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One study was done with tax accountants approaching the April 15 tax deadline, the other
was done with medical students before an impending examination. In both studies,
physiological symptoms of stress increased dramatically prior to the tirdéndeand
decreased sharply after the deadline had passed. The general adaptation syndrome does
activate itself as the threat of time deadlines draws near and the body returns to
equilibrium after the threat is over.

d) Role Underload

Most frequently, emlpyees experience stress from having to respond to the role
expectations of too many people. For some jobs and some workers, though stress comes
from role underload. Role underload is the condition in which employees have too little
work to do too little wariety in their work. Salespeople in a store with no customers,
sanding around all day with nothing to do could be said to experience role underload.

Assembly line workers also generally experience role underload; rarely do they perform
more than one or twtasks day after day.

Ironically, role underload can lead to many of the same problems as role overload; low
self-esteem; increased frequency of nervous symptoms and complaints; increased health
problems. One of the most disturbing outcomes of role uoail passivity. Workers

with role underload report they feel both physically and psychologically weary; even
when they are not at work, they do not show much interest in social activity or physical
exercise.

2) Interpersonal Relationships

A second majosource of stress in organisations is poor interpersonal relationships with
others, namely supervisors, coworkers or clients. When interpersonal relationships at
work are unpleasant, employees develop a generalisd anxiety, a diffuse feeling of dread
about ypcoming meetings and interactions. Three aspects of interpersonal relationships
at work, in particular, have a negative impact on job stress.

a) amount of contact with others
b) amount of contact with people in other departments
Cc) organisational climate

a) Amount of Contact with Others

Jobs vary in terms of how much interpersonal contact is built into them. Some job, like
security guard or research scientist, involve relatively little interactions with others. In
contrast, jobs like administrative assigtanwaitress require constant human interaction.
While most of these interactions proceed smoothly, over time people become burned out
and a feel a need for privacy. Too much prolonged contact with other people can cause
stress.

This stress is exacerbatadhen the people we come into contact with are in distress
themselves. For this reasons, employees in the "helping professhwadth care, social
service, education and langport the highest levels of stress. The client's stress rubs off
on people whare acting in the helping capacity. It is ironic that doctors have the highest
rate of alcoholism of any of the professions and that psychiatrists have the highest rate of
suicide.

N

b) Amount of Contact with people in other Department {e)

Having contacts witpeople outside one's own departments creates a special sort of stre?%!,
People in other departments do not always have an adequate understanding of jobs outsigle




their own areas. As a result they are more likely to make requests that cannot be honoured
or sa¢ deadlines that cannot be met.

In hospitals, for example, employees in service departments gy Xand pharmacy
report high amounts of stress. Thaa§ technicians and pharmacists report that doctors
and nurses from the medical and surgical units makeasonable demands on them and
set very unrealistic deadlines for their services. Twaytechnicians on call all night,

for instance, cannot respond to all calls for service quickly when always has to be on duty
in the emergency room.

c¢) Organisational Climate

Finally, the overall psychological climate of the organisation can create stress, when day
to-day life in an organisation is marked by unfriendly distant, or hostile exchange,
employees are continually tense. They have little trust in eacharderdo not express

their true concerns and desires. They are unsupportive of each other and spend little time
helping each other with problems.

3) Personal Factors

Frequently, employees' personal lives have a marked effect on their lives at workslf thing
are going well personally, they are more likely to be upbeat and optimistic. They have
more energy and patience for dealing with problems at work. On the other hand, if
employees are having some personal problems, they might be more tense or distracted
when they go to work. Little problems at work make them angry and irritable. Their
nerves may already be a little frayed; it takes less to get them upset.

Three factor in particular, influence how much stress people bring from their personal
lives to the wok setting: 1) their career concerns 2) their geographical mobility and 3)
the rate of change in their personal lives.

One major career concern that can cause stress is lack of job security. With the exception
of some unionised employees, very few workierg\merica have job security and in
recessions, even those employees enjoy few guarantees. Edevelapanagers can lose

their jobs on short notice. When the economy worsens or the profits of the firm go flat,
people become especially worried about hbey could support themselves if they lost
their jobs.

CONSEQUENCES OF JOB STRESS
(1) Physical Health

Job stress has a substantially negative impact on physical health. First, job stress increases
the frequency of minor physical ailments. People who apergéancing stress are more
likely to have headaches, stomathes, backaches, and chest pains.

Second, job stress has a major impact on contributory factors to major illnesses. People
under stress are more likely to have a quickened heartbeat and djféatgty breathing.

Blood pressure rises with stress, as do cholesterol levels. All of these factors make the
body more susceptible to major ilinesses like heart disease.

Indeed, the research quite strongly suggests that people who undergo prolorgkd per

of stress are more likely to suffer more major physical illnesses. In particular, stress is a
major contributor to ulcers, arthritis, drug and alcohol abuse, and heart disease. Sapmp
researchers suggest that managers with high levels of stress maigdag prone to (O
heart disease, five times as prone to a second heart attack, and twice as prone to fatal k@ari

attacks as lovstress managers. EE




Finally, and not surprisingly in light of the evidence presented above, job stress influences
longevity.

There & strong evidence that job stress shortens one's life. Job Stress not only makes
bodies more susceptible to major ilinesses, but also contributes directlythwdiftening
diseases.

Even the courts have been making worker compensation awards on gheflsisess
induced disabilities. Courts have rules that in stress cases, "the central consideration isn't
the actual work environment, but how the employee reacts to it." Employers can be held
liable if the illness has been "aggravated, accelerated pgeged, or triggered” by the
conditions of the job.

(2) Psychological

Stress has a marked impact on mental as well as physical health. Probably the most
noticeable impact job stress has on people psychologically is that it increases their
anxiety. Anxietyis a vague sense of apprehension and foreboding. People may not know
exactly how to put their finger on what's bothering them, but they feel vulnerable to
people and events in their work environments. They worry more about how they will deal
with potentidthreats that may not even materialize.

Stress also increases frustration. When people are blocked from behaving the way they
would like to behave or from getting what they want, they are said to be frustrated. When
people get passed over for a promotimm,instance, they feel frustrated. They can't do

the job they want, and they can't obtain the status and rewards they desire. There are
several ways in which individuals respond to frustration.

One response to frustration is passivity. If a person coihgttails at a job despite
increased efforts, or keeps on getting the bad breaks, he or she is likely to give up or
become disinterested. When you read in the newspapers about unemployment among
those "actively seeking employment,” for instance, thesedgyexclude those workers

who have not looked for a job in six months. These workers are so frustrated by constant
rejection that they have withdrawn from the work force and have stopped looking for
work altogether.

Another response to frustration is agggion. Aggressive employees strike out at those
around them. If employees feel aggressive toward their supervisors-arukars, they

may snipe at them in meetings. They may become irritable, losing their temper over
relatively unimportant matters. Theyay become more negative, finding fault with
everyone and everything.

A third response to frustration is depression. When people are frustrated at work, they
often become sad. They may become pessimistic and lose th@iostifence and self
esteem. Indiduals may start to avoid social contacts and feel lonelier. For instance,
sometimes people will become depressed if they do not win some special award or
recognition they had hoped for. They blame themselves for their failure and feel helpless
to contrd events around them.

Most people have suffered from acute depression occasionally. Individuals may be really
depressed after getting poor performance evaluations, or getting job rejection letters, or
breaking up a marriage.

Generally, after a short whilé, hey are | i ke their nol d g
renewed. However, if the depression does notcseliect and becomes chronic, more —

serious problems can ensue. 0 >
a




A fourth response to frustration, although much rarer, is suicide. For a varieasohse

an individual may feel unable to cope with all the negative aspects of his or her life and
decide to end it. Unfortunately, the occurrence of suicide has increased over the past
decade, particularly among executives.

(3) Performance

Stress may alsbave a negative impact on individual performance. Stress can lead to
increased turnover and absenteeism, for instance. Turnover and absenteeism allow
workers to withdraw from unpleasant environments. In addition, stress has been
frequently associated witimdustrial sabotage. Workers sometimes create mechanical
failures on the assembly line to give themselves a break from the monotony and stain of
their work. Job stress also has an impact on individual productivity.

(4) Decision Making

Stress also impede§fective decisioamaking. When people are feeling stress, they are
more likely to procrastinate and to avoid having to make decisions. They have more
trouble concentrating and often forget important pieces of information. They are less
likely to seek out ew information that could help them make better decisions. As a result,
the quality of the decisions they make suffers.

For example, when individuals are trying to decide which job offers to accept, they
frequently feel stress. While there are several guuubrtunities that lie ahead, there is

also much uncertainty about what these jobs are really like. The costs of a wrong decision
can be high. Moreover, often these deci g|i
As a result of this stress, many peogéday making the decision until the last moment;
they keep on trying to put it out of their minds. They have trouble concentrating on the
information they already have, and feel too distracted to search out additional data on
their options. As a resultndividuals often make bad job decisions when they are
operating under high stress.

COPING WITH JOB STRESS

As we have pointed out before, it is not true that employees do not want any stress at
work. Indeed, there is substantial evidence that employeesargized and motivated
by moderate amounts of stress.

However, most people want to reduce their stress to the point where they feel they have
some control over what is going on around them.

In this, section, we will be looking at a variety of ways in vehitdividuals cope, or deal,

with stress at work. The first set of these coping strategies arefecurged. Employees

can decrease stress by directly changing their own work habits or the work environments
they are in. The second set of these copingegiies are emotiefocused. These
strategies do not directly change the work environment per se, but rather help employees
adjust to the stress more easily.

(1) Work-Focused Coping Strategies
Role Clarification

Probably the most direct way in which indivals can cope with stress is by trying to
clarify or change the role expectations of others. If employees feel their job assignmeeS
are unclear, they can ask their supervisors for clarification of what is expected. If th
feel that they are getting cordling signals from their managers (for instance, "l don't
care how you get this done, just get it done" but "Don't step on any toes") they carg
o




confront their managers about the lotsese situations they find themselves in. One
overlooked coping strategy this area is changing the constraints put upon a job
assignment. If a job is due in two days and there is no way it can be accomplished even
by working twelvehour days, it is rational to ask for more time or help when the
assignment is initially given.

Time Management

Another way of coping with stress is to manage time more effectively. People can learn
to get better organized so that they can do their work more efficiently and fritter away
less time needlessly. For example, managers often waste tiareswering all calls and
letters as they come in. Instead, they could put off unimportant activities until slack
periods and try to do their most important work in the morning when they are feeling
fresh.

Delegation

A third way of coping with job stress i® delegate some responsibilities to others.
Managers can let subordinates gather some of the data they need, or represent them at
some meetings. Secretaries can take care of many of the bureaucratic details managers
don't need to attend to personally.l&mtion can directly decrease work demands put
upon the manageand often the tasks the manager delegates to subordinates are seen as
challenging by those who receive them.

Search for More Information and Direct Task Help

Some employees may think it is@n of weakness to ask for more information or some
initial assistance when given an unfamiliar task. It is not uncommon, for instance, to see
new employees work three times longer on a job than necessary rather than admit they
are not sure what they adeing. It is much more efficient, effective and anxieggucing

to get some help before getting lost.

Co-operative work Strategies

Sometimes an effective way of dealing with too much work is topsrate with other
people in the same situation. For im&te, in preparing major reports, dividing the work
and sharing information can help employees complete their projects faster and with much
less effort. People worry, of course, that they will be taken advantage of they will work
hard, but others will notHowever, more often than not, people will realize it is in their
own best interest to share the load and wHbperate enthusiastically.

Departure from the job

Finally, it is important to note that sometimes the stress on a job is too great, and that not
much can be done to relieve it. The organization may be greatly understaffed, and the
person greatly overworked. An employee might be in a job for which he or she is simply
not well trained. Whatever the reason, it is not a sign of weakness to leavbedguod

one gets physically sick or emotionally depressed.

(2) Emotion Focussed Coping Strategies
Reduced Perfectionism

One of the biggest sources of stress in people's lives is the attempt to live up to the
impossible standards they set for themselvespleeexpect themselves to perform
consistently at high levels, even when they are trying to get too much done in too litfe<
time. They expect themselves to be efficient "machines" at work even when they aresty

or preoccupied with personal problems. Somets a good way of dealing with stress is §




to accept less than one's very best every once in a while. Not that people should become
lazy or lackadaisical, but rather they should realize that not every performance can be
stellar, and the world will not stdprning if they are not perfect every time.

Employees also have fantasies about what the perfect job or perfect manager would be
like. They imagine there are saintly, compassionate, competent supervisors out in the
world and they feel iHused because thelpn't have them. However, their managers have
the same stresses they have, probably nor, an expecting ideal behaviour from them
inevitably leads to disappointment. There is no perfect boss and there not perfect job.
Learning to live with a little less 3ot compromising standards. It is dealing with the job
more realistically.

Increased Social Support

A very effective way of coping with job stress is to seek out social support from others.
When people feel stressed, it helps to have friends and colleaboesare supportive.
Friends can provide an outlet for blowing off steam; they can support lagging self
confidence or selésteem; they can be confided in about personal and-metated
problems.

Increased Tolerance of Ambiguity

Throughout school, most pple receive clear homework assignments, objective tests,
and frequent feedback. The work world is not like that. Most of the problems managers
work on are illdefined: little feedback is received; the criteria for success are much
fuzzier. Certainly it miaes sense to try to reduce role ambiguity wherever possible.
However, employees can never obtain the role clarity they had as students, and they might
be better off becoming more tolerant of ambiguity.

Relaxation Techniques

Relaxation techniques are anathgype of emotiorfocused coping device. When
individuals can't change the stressful work situation, they can sometimes cope with it
more effectively if they are claimer.

Some researchers have found that people experience a "relaxation response'eif. (1) th
are in a quiet environment' (2) they close their eyes; (3) they get into a comfortable
position; and (4) they keep on repeating a simple sound to block outretaté&d
thoughts. While the research in this area is still relatively new and sketchyisteerse
evidence that such a "relaxation response" can decrease muscle tension, heart rate, blood
pressure, and rate of breathing.

Health Maintenance

Researchers in the area of job stress have advocated increased health maintenance for
those in high stresjobs. Proper diet, proper exercise, and enough sleep can keep he body
in better shape for dealing with stress. When employees are tired and run down, they are
much more likely to let their jobs get on their nerves.

They eat too much junk food, drink ¢eé to keep them going and consider walking to
the vending machine as sufficient exercise. People are much more likely to get physically
sick or emotionally depressed if they are out of shape, over tired, or poorly nourished.

3) Organizational Programmes b Manage Stress N

Before concluding this chapter, we also want to look briefly at some programmegs~
organisations are using to help their employees better deal with stress. While a wictg
o
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variety of stress programmes have been experimented with, three typegrainpmes
have become the most widespread.

Probably the most frequently used organisational stress management programme is health
maintenance. The Sun Valley Health Institute in ldaho, for instance, runsldgsr
programmes that not only monitor employeesrrent health, but also emphasize to
participants what changes are needed in their diets and exercise routines. Many
companies, such as Xerox, Kinberly Clark, Weyerhaeuser, -Repsiand Rockwell
International, have invested large sums of money in fagifities staffed with full time
physical education and health care personnel.

Another type of stress management programme that organisations are experimenting with
IS Supervisor training. For instance, organisations like American Express have
systematiclly trained managers to be more effective in delegating, authority and
including subordinates in decisions that affect their work assignments and workloads.
Other organisations, such as First Union National Bank of North Carolina, have used
leadership traiing to teach managers better counselling skills. Central to many of these
supervisory training programmes is an emphasis on preventing job stress. Managers are
trained to give better performance appraisals to listen to employees' problems more
effectivelyand to communicate job assignments and instructions more clearly.

Third, some organisations have also sponsored individual stress reduction workshops for
their employees. These programmes have run the gamut frefaedaiback, sensitivity
groups, and tramendental meditation to career counselling, time management, and
interpersonal skills workshops, Kaiseermanent a health maintenance organisations to
California; runs a fouday stress management programme for its staff. In lecturers and
seminars, partipants are given a basic understanding of the causes of stress and its
consequences for their wddeing. Then, participants are given materials to help them
identify the major sources of stress in their own lives, and some strategies for dealing
with thatstress more effectively.

The future of such stress management programmes, ironically, it itself uncertain. In recent
years, a thriving industry has sprouted to teach corporations and their employees at rates
as high as $ 2,700 per person how to deal giitess. Unfortunately, some charlatans
have been drawn to the area, casting doubt upon the many good stress programmes also
available. One company active in stress management, Drilcota Texas tool manufacturer,
has discontinued its programme because ifdatiat much of the stress of its employees
was personal, and better handled outside the company. IBM, a company otherwise noted
for its generous employee policies, has no psychological counselling programme for
employees, labelling such programmes "deadtgrnalism".

In the final analysis, then, the management of stress lies by necessity with the individual.
Even if organisations continue to remain active in stress management programmes,
ultimately it is the individual who has to be responsiblehfor or her own welbeing.
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Structured Training Module: Leadership, Team Building and Performance Enhahncemen

Day V (Forenoon)TimeManagement

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time
Methods
Learning Obijective: Time as a Bsource | Lecture: slide 1

To impart relevant knowledge
sharpen the requisite skills al Identify Important Assessing own
orient attitudes oparticipants| Time Wasters cost of time.
so that they become mo
efficient with regard to th¢ Individual Time Lecture: slide
managemenof time. Management Styles | 2&3

Resources required Techniques for bette Questionnaire 1
1 Projector and computer | Time Management. | and 2

9 Flipcharts, marker pens
§ PowerPoint Slides Lecture: slide
1 As part of this course, th 6,7&8
participants may be give o
a work planner/diary. Distribute
materials on
time
management
matrix, 6 D

Lecture: slide9,
10,11&12

Di strib
to get an extra
hour o ai
fiTime-Wasters
Causes &
Solution®

150min

Instructor Guide

Developing time sensitivity amongarticipants should be attempted or rather achieved
duringthe introductory lecture itself. Participants shouldrizele aware of the uniqueness
of time as the only resource equally distributachong people. The following
characteristics about time also will have tahioghlighted.

(i) norrirretrievability
(if) non-reservability
(iii) irreplaceability
(iv) irreversibility

The lectures and the group exercises will proceed-irahdnd. The facilitator will be
required to distribute materials and exercises as the class progresses.
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Esti mati ng c os timeonhy bp dond usingi the gforinag Suggested.
Enumeration of the causes of time mismanagement should basicallydutcame of
discussion during which participants should be encouraggenerate ideas.

Participants should be made to distinguish betweed Wwark and smart workiting
examples from their own lives or situations familiar to them.

Identification of individual time management styles can also be done usingi¢hant
guestionnaire 1 and 2which will help classifying people in to the followiggroups.

. Balanced time managers

. Those who do their things well

. Those who do others things well

. Those with good intentions but no productivity
. Unrealistic dreamers

. Those who are on a tread mill

. Delightful but incompetent persons

0o N o o~ WDN PP

. Pesons neither delightful nor competent
The concept ofime management matrixshould be an eye opener to everyone.

The characteristics of, and differences between, the quadrant of quality apcdnant

of deception should be made clear to all concerfkd.participantshould be urged to
become quadrant Il (quality) orientddse of the prdorma Time Cheaters and Beaters
can be expected to maparticipants aware of the time cheaters which affect them and
the correspondingme beaters they can use tadlwith them.
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Understanding Time
Management

“We all have time to either spend or waste and it is our decision what
to do with if. But once passed, itis gone forever.”
- BRUCELEE (“ZEN IN THE MARTIAL ARTS" BY JOE HYAMS)

Misconceptions about Time

2 Time managementls simple - all it requires s commeon sense

@ Work is best performed under pressure

0l use a diary, a to-do list and have a secretary to keep me organized

al donot have the time

2 Time management might be good for some kinds of work but my job Is creative

aTime management takes away the fun and freedom of spontaneity

Symptoms of Poor Time Management

> Constant rushing (e.g. betweenmeetings or fasks|
» Frequent delays (0. in aftending meetings, meeting deadlines)

» Low productivity, energy and
anything')

|e.g. | can't seem to get workedup about

» Frustration (e.g. ‘Oh, things just don't move ahead)
» Impatience (2.9. 'where the hell is that information 've asked him forg’)

> Chronic vacillation between alternatives (e.g. whlchevercpﬂcn\ choose it is going to
put me at a big disadvantage.| don't know which way to jump')

» Difficulty setting and achieving goals (e.9. 'I'm not sure whatis expected of me')

The Eleven Time Thieves

- Poor Planning + Unnecessary Meefings

« Crisis Management + The “shuffling blues™

- Procrastination + Poor Physical Setup
« Interruptions + Poor Networking
- Not Delegating - Bad Affitude

- Negative People

How much time do your spend each day on the

following fime stecalers?
* Watching TV = Fretting over personal problems.

« Reading Newspapers /
Magazines excessively

* Caught in traffic snarls

* Flanning how to change things
;q‘\i'le chat, gessip and telephonic * Waiting for things to happen
* Opening and serting mail = Taking naps
* Refurning telephone calls = Eating snacks between meals
* Meetfings * Drinking

* Paying bills * Smoking

+ Day-dreaming * Shopping

Slides

Saboteur Time Styles

+ The Firemen

- The Over-Committers
+ The Aquarians

« The Chatty Kathys

- The Perfectionists

The ‘Five Time Zone' Concept

- Developing Zone 1 - Vision and Goals

+ Developing Zone 2 - Plans.

+ Developing Zone 3 - Personal Organization Systems (POS)
- Developing Zone 4 - Commitment

- Developing Zone 5 - Energy

Time
Management
Matrix

NOT-IMPORTANT

Getting oriented to manage time

Overcoming Barriers to Effective Time
Management

a. Telephone Interruptions h. Unclear Communication

b. Drop-in Visitors 1. Inadequate, Inaccurate or

Delayed Information
|+ Indecision/ Procrastination

c. Meefings

d. Lack of Priorities
k. Confused Authority /
Responsibility

I. Inability o say ‘No’

e. Personal Disorganization
f. Ineffective Delegation
g. Aftempting too much m. Leaving fasks unfinished

n. Lack of Self-Discipline
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Set short term and long term goals
Break long term gocils to short term goals.

Goals should be: SMART

Specific

Mesumsle Time-Wasters: Causes & Solutions
Achievable

Relevant

and

Timely
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LECTURE MATERIAL s

(May be distributed to participants at the end of the class)

Understanding Time Management

nWe all have time to either spend or was
oncepassed it i s gone forever. o
-Bruce Lee (fiZen in the Martial Artso by

Every individual on earth has the same amount of tirfi® seconds in a minute; 60
minutes in an hour; 1,440 minutes in a day; and 525,600 minutes in a year. While a vast
majority of people confesses faltering to come to grips with it, extremely few can claim
to have made the most of it. How is it {
have managed a way to figure out how to manage their time effectively.

Time Managemeris more than just managing time. It is about controlling the use of the
most valuable and undervaluedresource. It is managing oneself in relation to time. It
IS setting priorities and taking charge of the situation and time utilization. It means
changng those habits or activities that cause waste of time. It is being willing to adopt
habits and methods to make maximum use of time.

With good ti me management skills one 1is
levels. One can maintain balancebeswe oneds wor k and persona
flexibility to respond to surprises or new opportunities. It is not how much time one has,
but rather the way one uses it. The bottom line is how well one manages time.

Internationally known authority onntie management Dr. Alec Mackenzie in his book

The Time Trap argues that the very idea of time management is a misnomer because one
really cannot manage time in the way other resources can be managed: financial capital,
physical capital, human capital, infoation and time. While each of the first four can be
augmented, reduced, transferred or otherwise controlled, Time cannot be manipulated.
Dr. Mackenzie contends that when it comes to time, one can only manage oneself in
relation to it. One cannot contrairte as one can control other resourcese can only

control how one uses it. In the world in which we live, time cannot be replaced or re
created. It is therefore not for us to choose whether we spend or save time but to choose
only how we spend it.
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Mi sconceptions about Time

There are several misconceptions which we all have about time. They affect everyone
including those persons who may be considered quite successful and effective. Here are
some of the misconceptions identified by Blackenzie:

- Time management is simple all it requires is common senseWhile it is true that
the concept is simple, the séliscipline required to practice effective time management
IS not easy.

- Work is best performed under pressure.Psychological studies show this be no
more than an excuse for procrastination. One does not work well under presslyre
does the best one can under the circumstances. Pressure and challenge must not be
confused. Larads performance when otdhe We
with application and determination rather than pressure.

- | use a diary, a todo list and have a secretary to keep me organize@ne has to
keep oneself organizedno one can do it for others. The trouble with the disorganized
person is that he hdydhas time to listen to his secretary or look at his diary.

- I do not have the time.The effective worker or manager often gets more work done in
the earlier hours of the morning than most laggards get done in the whole day. He then
no longer has to worigainst tight deadlines and under stress which contributes to heart
problems and not unusually the ultimate reduction of time on this earth.

- Time management might be good for some kinds of work but my job is creative
Time management is not about roetint is about selliscipline. Lack of discipline
prevents one from being great instead of simply good.

- Time management takes away the fun and freedom of spontaneitg.working under
stress, forgetting appointments, making constant excuses and aptddggefun? Would

it not be much more fun if by better organization one had one or two more hours every
day to spend with the family, to play games, read a good book, plan for tomorrow and the
day and week after or just relax?
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Symptoms of Poor Time Mangement

Poor time management shows up by way of one or a combination of typical perceptible
symptoms. Managers would do well to look for and reflect on whether they are subject to
any of those symptoms with a view to take necessary corrective actions.

The following are some of the indicators of poor time management:
- Constant rushing (e.g. between meetings or tasks)
- Frequent delays(e.g. in attending meetings, meeting deadlines)

- Low productivity, energy and motivaton( e. g. 01 canoétpabe@e m t ¢
anythingo)

- Frustraton (e. g. 60Oh, things just dondt move
-Impatience( e. g. o6where the hell is that i nforf
- Chronic vacillation between alternatives( e . g. &6éwhi chever optio
toputmeatali di sadvantage. I dondot know whi ch
- Difficulty setting and achievinggoals( e. g. 61 6 m not sure what
Why do/will I have so little time?

A Management by c¢c/A Paper work

A Lack of PlanninA Poor communicat

A Ilncomplete infoA Poorly organize

A Per somiaaiondi sor gA Leaving tasks u

A Attempting too |A Inadequate cont

A Inability to SalA L a clkdisodlines e

A Responsibility |A Socializing

A Ineffective del|A D-nuwigtors

A Ilnadequate staflA Telephone inter
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The Eleven Time Thieves

Dr . Donald E. Wetmore (fTi-westTehrise vReesv e allh
out the eleven Oinconsi der at estedl somaigitbed o f
precious time away from productive use of managers.

1. Poor Planning: Failure to see the value of planning and getting impatient to get
something done are the causes of poor planning. Absence of a plan of action is likely to
trigger off afalse start, resulting in unproductive time utilization on the critical path of
the task being undertaken. Consequently, the managers might not find enough time for
completing the task.

2. Crisis Management: Most often, crisis management is an offspringlack of
prioritization of tasks. As a result of the inability to distinguish between the urgent, the
important and the unnecessary tasks, unimportant tasks are likely to get done first at the
cost of important tasks. Consequently, the managers ar&elgtth find enough time to

get around to the important things.

3. Procrastination: It is easy to put off tasks if they are not due right away. The trouble

is, tasks pile up and can force managers to run into a time crunch later. Procrastination is
generdl triggered off by the fear of failure / success, perfectionism, wanting to do it all

or incorrect priorities. It is a virtue to want to do a good job. But some people become so
anxious about getting a job done perfectly that they never complete it. dtarsgpuld
examine whether their efforts to get the job done perfectly are really improving things or
preventing them from getting the job done.

4. Interruptions: Interruptions and distractions arise due to lack of planning, poor
concentration and lack @bntrol over environment. They are unnecessary thieves of a
manager 6s ti me and i dropimevisitors telephangs,-@hils r ms
unscheduled meetings, poor communications and confused chain of authority etc.
Managers should be less willing to amiatically give away their time just because they
demand it.

They should learn to avoid distractions if they are to get work done. They should work in
areas where they are less likely to be disturbed and tell people when they are busy and
cannot be disturlok

5. Not Delegating Wantingto-do-all by oneself is yet another thief that could let the
managers lose control. They feel that employees can never do anything as well as they
can. They fear that something will go wrong if someone else takes over &gplatk

time for longrange planning because they are bogged down wicddsty operations.

6. Unnecessary Meetingstf a meeting is held without a specific agenda and nothing
productive comes out of it, clearly that meeting was unnecessary. Obviousiy, su
meetings are thieves as the time is wasted and things just do not get started.

7. The 0s huMandgersoften vdste mscio time because of disorganization.

Keeping things that they need in a specific place, eliminating clutter, making sure that
they have all the materials or information that they need before starting on the task and
followingadayp |l anner or schedule will help keep
place.

8. Poor Physical SetupNot having the things that the managers rfeeguently within
easy reach and having a lot of the things that they seldom requirebglossults in
wastage of a lot of time, wearing out the carpet, retrieving what they frequently need. A
of course, as they pass others they will often pull thedeas steal some of their time. o

—
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9. Poor Networking: Quality relationships with employees and others can be a
substantial timesaver as they open doors for the managers with all kinds of opportunities.
Failing to develop a good network base will cause tteewaste time creating what they
might have had through their network.

10. Bad Attitude: Nothing sinks a day more effectively than having a poor attitude. It
causes the managers to dwell on the problems and not the solutions and makes it possible
to throw the day away. When they are burdening others with their problems and
complaints they are forfeiting their valuable time.

11. Negative PeopleBeing surrounded by negative people could mean the managers are
spending a lot of their time listening to thent batting nothing much or purposeful from
them. Obviously, avoiding such people will help the managers to minimize wasted hours
and get some of their productive time back.
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Saboteur Time Styles

The other aspect is seliflicted thieves 6 s ab ot & wrl etsiobmd hsat st eal
the typical patterns of behaviour that t
management , Susan Ward (AAre You Sabot a
classifies managers into different personality typesmedcribes the following simple
exercise, intended to help managers discover their standard behavioural responses to
events and provide them with some clues for effective time management.

The Firemen - For them, every event is a crisis. They are alwags eisy dousing the

fires. They find scarcely any time for anything else and do not spare a thought -on time
management. Tasks keep piling up around them, while they are seen rushing from fire to
fire all day.

The Over-Committersi They | ust ctaangbody. Tepablige ddatdy to
please everybody. All that anyone has to do is just ask, and they will chair another
committee, take on another project, or organize yet another community event.
Consequently, none of the tasks receives complete atteamitbremains hatione.

The Aquarians-Ther e 1 s such a -lbdd-lesgecialgwhénetstarty t o
interfering with their ability to finish tasks or bother to return phone calls. Getting to
things that is when they get to them is not tmmenagement; it is simple task avoidance.

The Chatty Kathys - Born to socialize, they have astounding oral communication skills
and cannot resist exercising them at every opportunity. Every interaction becomes a long
drawn out conversatiorespecially if here is an unpleasant task dawning that they would
like to put off.

The Perfectionistsi Exactitude is their watchword, and they feel that no rushed job can
be a good job. Finishing tasks to satisfaction is such a problem; they need more time
zones, not jst more time.
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The O6Five Time Zoned Conce

The 6Five Time Zone Conceptd advocated b
on Your Mind: Accelerative Learning Strategies at Work.) enables managers to bring
about that balance.

The five Hiive sTiinmme tzhoen &sion, plagng, pecsanal brgaaisaton
systems, commitment and energy.

ADeveloping Zone 1- Vision and Goals:Managers must search for visions, not tasks.
These visions are guided by their personal standards and valuese ahcettion they

want to take. Once their visions are crystallized, they need to do some thinking to create
goals from their visions and action steps from their goals.

My vision and goals . . .

A - What is most important to me?

A What woul dheréwereinklienitatons?d o i f t

A What things in my |ife would | |
A My visions for myself are

ADeveloping Zone 2- Plans: Having established goals, managers now can move into
zone two- plans. A plan is needed to turn visions andig@#o action. Writing things
down and using some form of planning O0to
have drawn up the plan, they need to review it. They should plan for high payoff and low
payoff activities for high and low priorities.

ADeveloping Zone 3 Personal Organization Systems (POSFone three encompasses

a manager o60s personal or gani s a-pg, paperwsr, st e n.

physical environment are all part of personal organization system. The personal
organizatim system should focus én

A Creating an intespesting and relaxing w
Providing easy access to basic tools a

Devi si ng -upsygemathdt works ivéll o w
Enabl i n gdling &f Eachcpieae oftpapéra n

To o To To I»

Ensuring a wider reach of peopl e

My action plan to develop my POS

aprhwnN -

ADeveloping Zone 4 Commitment: The fourth time zone is the zone of commitment,
in which managers correct any tendencies they might have towesdsagination.
Procrastination can be overcome by identifying why one is procrastinating, breaking the
mental blocks and visualizing the successful completion of a task while in a relaxed state.
One way to do this it to identify the real reason for tleegastination personal, logical,
emotional or ethical barrier to action. Once this has surfaced from the subconscious to%
conscious, strategies can be brought into play to deal with it. -
§

Grouping similar tasks together to opti

ol
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Reasons why | procrastinate . . .

G WN P

ADeveloping Zone 5i Energy: The final factor that keeps the chain together is zone

five, the energy zone. Managers must check their office surroundings, as the environment
they work in can sap or strengthen their energy levels. They must also identify the prime

time - the ime of day when they are most energetic and alérey can schedule high
priority, high-payoff tasks or activities for these times.

Find your prime ti me
I nternal and external prime ti me
Cognitive tasks for the morning
C o mp | -energy tabkenidnigph-energy periods

To Do Do Do o

Take energy breaks

Time Management Matrix
(See material given separately)
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Getting oriented to manage time

To get ready to manage their time better, managers should answer the following
questions:

A What is my ti melgetpaidipdr RourPIidlwoulthsaeetonedour a
day, what would this amount to, in the course of one year?

A What is my job? What results are expe
definable purpose, or am | just drifting?

A What hav eAtlthe énd @ a day an lmlde to account for my time, or do

| say to myself, AWhere did the day go?
A Have | been doing the right things? Am
under the respaibility of my subordinates? What are the five most important thsks

have to do?

A - How am | spending/ investing my time?
each activity? What would happen if some of these things were not done?

A Am -briented?alim | working toward quantified objectives? Have | established
performance standards for myself? For my people?

A  Have | done any planning? When | arriyv
is | want to accomplish during that particular d&lge | established priorities?

Have | determined a hierarchy of importance?

A Have | tried to manage, schedul e,orcont
am | running the job? -iAtm 4, & f if .e@adrenagd If ir o g

more of my work?

A Do | delegate alll possi bl e tas-wakers Am |
or staff at work and to my spouse or children at home?

A Does the time | spend on the jobfumffec
or am Iso stressed from the pressures of poor time management on tifet jible tension
carries over into my everyday life?
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Overcoming Barriers to Effective Time Management

a. Telephone Interruptions: Delegation of authority and responsibility is an ideal way

of controlling telephone interruptions. Also fixing specific time slots for socializing and
business will help the managers effectively reduce the telephone interruptions.
Implementation of the screening procedures also lessen the burden of urelapbede
intrusions.

Time - Saving Tips : Interruptions

A Close your door
A Distinguish between necessary vVvisit
and interruptions
A Use different techniques

- Visit others

- Arrange appointment

- Leave your office

- Establish regular meeting time

b. Drop-in Visitors: Taking timelog of visits and implementing a plan to arrange and
screen appointments is an effective way of dealing with-arofisitors. Managers can

al so have 060Open Dooré and O6Quiet Hour o f
when cetain of their tasks demand undivided personal attention.

c. Meetings:Setting a clear agenda before will provide the right direction to the meetings
and elicit positive outcomes from them. Selecting an appropriate location and assessing
the needs of parijgation, information and coordination are also important prerequisites

in conducting meetings. Concise minutes summarizing decisions, assignments and
deadlines followed by effective followp on decisions make meetings purposeful.

Time - Saving Tips : Meetings
A Request agenda
A Arrive early

A Notify chair if your will be | ate
A Avoid routine, emergency, impromptu
meetings

A Avoid Monday maftemoonggys, Friday

d. Lack of Priorities: Putting first things first helps managers spend relatively rnoe
on activities that are important. Managers must realize that most of the prabisens
due to action without thought. Defining clearly the objectives and prioritiedeadlines
in the form of a Daily Planner will help managers effectively use their. time

e. Personal Disorganization Managers must recognize that personal disorganization,
indecision, procrastination, insecurity, confusion of priority, and inability to meet
deadlines are mostly due to lost documents. Uncluttered desk, orderly filing syslem
simplified procedures will help the managers make the most of time management.

Through a system in place for screening junk mails, minimizing paperwornapidasis
on brevity, managers can overcome their personal disorganization.

Time - Saving Tips : Managing E-mails
Know your systemO0s special features
List serves
Same time every day
Use Web -teampléskt e s
- IFAP.ed.gov
- NASFAA Today New

Too Too oo Too
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f. Ineffective Delegation:Managers must ensure that clear, unambigir@igictions are
given to he subordinates. They should establish plans, schediitesletails, progress
reports, monitoring of deadlines, and emphasize goal accomplishmethbds and
procedures. They should measure results rdttaar activity and track progress of an
activity totake timely corrective actions.

g. Attempting too much: Managers must set their objectives, priorities, deddlines
daily so that t hey must pl an, nddaw ear
ARecognize that ever yt hiThegmusténktbesr responseg e r
to the urgent and important demands. They should learnfoBby 0 when neces

h. Unclear Communication: Managers must assess the legitimate needsftomation
and check for interference, noise or activity in the fdvinformation.They should also
assess potential impact of unclear communication, take prevetdipe and minimize
organizational levels. If it is difficult to minimize organizatioabels, they should
facilitate easy flow of information across thganization.

I. Inadequate, Inaccurate or Delayed Information: Managers must determinvehat
information is needed for planning, decisions and feedback on resultsthilyeshould
ensure its availability, reliability and timeliness.

j. Indecision/ Procrastination: Managers must set deadlines on all objectives and
priorities, use reminders, have the secretary check on the progress,tremasdlves (no

cof fee wuntil they finish). T tbeey leasnbdoand d 3
how repetition canéavoided.

k. Confused Authority / Responsibility: Managers must lay emphasisamcountability
for results; through recognition and reward for exercise of initiattueugh citation,
consideration in performance and salary review, promotion, etc.

Lnabi | ity tHMamagerdNomust recognize that I
cause of time wastage. They shodeklidgsafnder
insecurity and low selivorth and should resist this urge. They shoualkke time log
recording all AYeso respons e shetimewdastedcTheyl d h
shoul d l earn t o say A No 0, thougltlgse ceguadts! y
Dr Mackenzie suggests four steps to say NO andpiteésented in the BOX on the next
pagefor quick reference.

Dr . Mackenzieds Four Steps to Sayi
1. Listen
This |l ets the requesting person kn

request and lets you fully understand what is being asked.

2. Say fAiNoo politely but firmly ri
D o nbuiild false hopes with wishy-washy answers.

3. Give your reasons, if appropriate

Your reasons may include your priorities, your schedule, etc. This
reinforces your credibility.

4. Offer alternatives, if possible

Demonstrate your good faith by suggesting other ways to meet the
personbd6és need.
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~ N

There are many ways to say fiNoo af
simply cannot handle.

Dr. Mackenzie offers a few:

A fAlédm sorry, my other commitments
project right now. o

A mmYknow, on New Yearo6s Day | pronm
anything else this year. 1 06ve been
A fAiThanks for the compliment, but
year . 0

A I'f a reques-guaa t cshydmsythifigountl youfchdunt to ten
first.

m. Leaving tasks unfinished:Managers must take time log and assess the impact of
leaving tasks unfinished. They should set deadlines on all important tasks to provide

incentive to complete them. They should geganized to permit effective control of
tasks. They should recognize that sound organization saves time in retnéingation,

processing decisions, and maintaining control over projects.

n. Lack of SeltDiscipline: When a manager switches prioritieshis team, he makes

self-discipline difficult to practice. S/he should take time log to record frequency, assess

cost, discuss with colleagues to seek ways of reducing problem.

Time-Wasters: Causes & Solutions
(See hand out given separately)
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HOW MUCH IS YOUR TIME WORTH?

Annual Salary

Overhead

Benefits

Your Staff Salaries

Their Ovhd & Benefits

TOTAL

52 Weeks

(Rs/hr)

45 hrs/week
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Questionnaire 1:Time Management Behaviour
Use the timenanagement behaviomatrix below to assess your current ttimanagement skills.
INSTRUCTIONS

1. Read each statement and assess how well it describes you and yemiatiggement practices. In
the second column (How often?), indicate how frequently you practice each behavior.

2. Read each statement a second time and assess its value to you. In the third column (How imp
indicate how important each practice is to you.

3. Multiply the second column by the third column and enter the results in the fourth column (Rat

4. Circle the values in the fourth column that are less than 5

| have three or four clearly established personal and career goal
| am strivingto reach.

|l use a 6to dod Iist daily.
| make use of a daily planner or calendar to record important evi
and tasks.

| rank my priorities daily from most to least important.

| delegate as many responsibilities as | can.

| have adequatime to be with friends and loved ones.

| am aware of my daily energy levels.

| complete my most important task when | feel most energetic.

| work on my most important tasks before | work on the easy onu

When | face an unpleasant taslstead of procrastinating | break tl

task into manageable, bisized pieces.

| plan ahead by setting aside time on my calendar to complete n

tasks.

| schedule time for interruptions

| take good care of myself by rewarding myself for cortipte

realistic objectives.

At the end of most days, I

have accomplished the most important tasks.

| take care of myself by rewarding myself at least twice a week.

When necessary, | setlimitsbysayy, fn o, Il jus

right now to do thato.

When waiting for a stoplight or waiting for an appointment, | take

two or three deep breaths and relax deeply.

| schedule and limit the amount of time each day that | devote tc

phone calls and-mail.

| strive to handle each item in my mail only once.

| am organised well enough that | can find my bills or an importa

letter in less than five minutes.

Each member of my household has clearly defined household d

| ask for helpivhen | want it. |
Key: A score of more than 5 on an item suggests that you value thaintmagement i
practice and do it frequently. The circled items describe that practices that you do ng‘g

find important or have not found time to implement. g
©
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Questionmaire 2: DO NOT WORK HARD

But work oO6smarté. Working O60smartdé means

time only in valueadded activities. These are activities which contribute toward
achieving your goals and objectives.

There are three types of dand on your time:

Planning Interacting

Doing

Planning : is organizing

Doing : is carrying out the plan as decided
Interacting : is working with other people

What is your style?

Put plus (+) if you are strong; minug {f you are weak.

Planning Interacting

Tick yourstyle.
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KEY

You are a Plus Time Manager

If you had two or more Pluses (+)

Planning | Doing | Interacting STYLE
+ + + You are a balanced person.
+ + - You do your own things well.
- + + You others6 Priorit
+ - + You have good intentions but no kkalone.
You are a Minus Time Manager
If you had two or more Minuses-)
Planning | Doing | Interacting STYLE
+ - - Unrealistic dreamer.
- + - You are on a tread mill.
- - + Delightful Person but incompetent.

Neither delightful nor competent.
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Time Management Matrix

Time management experts like Stephen Covey S R (The Seven Habits of Highly Effective
People; Simon & Schuster) have developed a model called a time management matrix.
This model enables managers to prioritize their activities a® thieir time more
effectively. With the help of the model, they can evaluate their activities in terms of
importance and urgency.

URGENT NOT-URGENT

Quadrant Il
Quadrant | Planning,
Crises, Projects, exercise,
accidents, etc. relationships,
etc.

IMPORTANT

Quadrant IV
Daydreaming,
TV,
procrastination,
etc.

Quadrant 1l

Phone calls,

visitors, small
talk, etc.

—
<
<L
—
os
O
o
=
—_
@)
Z

Tasks can be categorized as urgent/ not urgent or as important/ not important as shown
bel ow. Each of & cam de distjnguisbesl asaood of Yourttypes,
represented by the four quadrants of the time management matrix. Categorizing a
manager 6s activities in these quadrants
unimportant tasks and activities. It alsdgdsenim prioritize important tasks and activities.
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Urgent
Quadrant |

Important

Not Quadrant Ill
Important

Not Urgent
Quadrant I

Quadrant IV

The activities in

Quadrant 1 are

both important and
urgent. These
include deadline

driven tasks and
important daily

chores. The results
of operating in this
Quadrant are stress,
burnout and crisis
managerant.

The activities inQuadrant 2 are important but not urgent. These activities are

Urgent

Not Urgent

Quadrant | Quadrant 1|

Important

@

Not Quadrant 1l Quadrant IV

Important

characterized as

preparation,
planning, crisis
prevention, and

deadlineavoiding
tasks. Operating in
this Quadrant will
mean a manager
having a proper
perspective yvision,
balance, discipline,
control and few
crises.
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Urgent
Quadrant |
Important
Quadrant Il
Not
Important

Not Urgent

Quadrant Il

Quadrant IV

feeling of victimizationandbroken relationships.

The activities in
Quadrant 3 are not
important but
urgently press upon
us and interrupt our
more important
activities. These
include responding
to dropin visitors,
phone calls,
meetings, andmail
that do not increase
productivity  and
effectiveness.
Operating in this
Quadrant will mean
shortterm  focus,
crisis management,
worthlessness  of
goals and plans,

The activities inQuadrant 4 are neither impdant nor urgent. Busywork, time wasters,
junk mail, and some phone calls are the type of activities that are a part of this quadrant.

Urgent
Important Quadrant |
Quadrant 1l
Not
Important

than activities in Quadrant |, but theecessarily more urgent.

Not Urgent
Quadrant [l

Quadrant IV

Operating in this
Quadrant will mean
total irresponsibility
and overdependence
on othersin addition
to outcomes in
Quadant 3.

From a study of the
Time Management
Matrix, the following
observations can be
made:

1. Activities in
Quadrant | and
Quadrant Il may be
equally important.
Some activities in
Quadrant Il may even
be more important

2. Activities in Quadrant | assume critical importance and top priority.

3. Spending most of the time on Activities in Quadrant | results in stress and burnout.

4. Focusing on activities in Quadrant Il can reduce the activiti®@iadrant I, in the long

run.
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5. Focusing on activities in Quadrant Il will mean avoiding all unimportant activities in
Quadrant lll and V.
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How can you get an extra hour out of each day?

Here are some tips to help you squeeze those extra minutesyouir afay. Of course,
you can adapt these so that they will fit in with your situation.

1. Get up earlier
2. Watch less TV (I mean how many Law & Order spinoffs does one neatdh?)
3. Avoid allowing others to waste your time

4 . | f you dveto Wdrk, Useathraetime to studly or plan. If youdive to
work listen to a motivational tape on the way to work insteadaifmindless dj talk.

5. Organize your work; do it systematically.

6. Make creative use of lunchtime.

7. Delegate authority ijpossible.

8. Spend less time on unimportant phone calls.

9. Think first, and then do the task.

10. Do what you dream about doing, instead of just dreaming about it.
11. Work hardest when youbére the most me
12. Eliminate activities that makke smallest contributions to your life.

13. Always do the toughest jobs first.

14. Before each major act ask, #fAls this
15. Choose interesting and constructive literature for spare time reading.
16. Learn how to sleep. Sleep soundly, themk refreshed.

17. Skip desserts.

18. Stop smoking.

19. Write notes or letters while waiting for others.

20. Always carry an envelope with paper in it and a few stamps.

21. Combine tasks that are done in the same area.

22. Be prompt for all appointments.

23. Lay out your clothes the night before. (I need to remember this myself)
24. Call on specialists to do work that you cannot do efficiently

25. Learn to read more rapidly.

26. Take a nap after dinner. Then take a shower. Begin the evening¢laxesland
refreshed.

27. Avoid interruptions.

28. Avoid making a big production out of tiny tasks.
29. Search out job shortcuts.

30. Know your limitations.

31. Work to your full capacity. | itisno
necessary to make@#ices so that your business can be successful.
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Dondét try to i mplement
them until they become a part of your daily routine.

al

of

t hegepeat deas
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Time-Wasters: Causes & Solutions

Lack of planning

(perhaps not action-oriented
otherwise the above point is
similar to this)

Lack of planning Failure to see the Recognize that planning may
benefit of planning take time but it saves time
and effort in the long run.
Action-oriented

Emphasize results,
not activity.

Lack of planning

Success without

Recognize that success is
often in spite of, not because
of, methods.

Lack of priorities

Lack of goals and
objectives

Write down goals and
objectives. Discuss priorities
with co-workers and family
members.

Over-commitment

Broad interests
(Impractical)
Confusion in priorities

Learn to say no.
Re-assesses your goals
and priorities

Over-commitment

Failure to set
prionties/Over Ambitious

Develop a personal
philosophy regarding time.
Relate priorities to a
schedule of events

Management by crisis

Lack of planning

Apply the same solutions
as for lack of planning.

Management by crisis

Unrealistic time estimates

Allow more time. Allow for
interruptions.

Management by crisis

Problem oriented

Be opportunity oriented

Management by crisis

Reluctance of others to
break bad news

Encourage fast transmission
of information via grapevines
as essential for timely
corrective action

Telephone Lack of self-discipline Screen and group calls.
Be brief.
Telephone Desire to be informed and Stay uninvolved with all but
involved essentials. Manage by
exception.
Meetings Fear of responsibility for Make decisions without
decisions. meetings.
Meetings Indecision Make decisions even when

some facts are missing.
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Meetings

Over-communication

Discourage unnecessary
meetings. Convene only
those needed.

Meetings

Poor leadership

Use agendas. Stick to the
subject. Prepare concise
minutes as soon as possible.

Meetings

Indecision

Lack of confidence in the
facts. Improve fact finding
and validating procedures.

Meetings

Insistence on all the facts;
paralysis by analysis

Accept risks as inevitable.
Decide without all facts.

Meetings

Fear of consequences of
a mistake

Delegate the right to be
wrong. Use mistakes as a
learning process.

Meetings

Lack of a rational decision-
making process.

Get facts, set goals,
investigate alternatives and
negative consequences,
make the decision, then
implement it.

Lack of delegation

Fear of subordinates’
inadequacy.

Train. Allow mistakes.
Replace if necessary.

Lack of delegation

Fear of subordinates’
competence

Delegate fully. Give credit.
Challenge the potential and
reward merit.

Lack of delegation

Work overload on
subordinates

Balance the workload.
Reorder priorities.

Take time to get it right. Save

little time.

Haste Impatience with detail
the time of doing it over.
Haste Responding to the urgent Distinguish between the
urgent and the important.
Haste Lack of planning ahead Take time to plan. It repays
itself many times over.
Haste Attempting too much in too = Attempt less, delegate much

more.

Paperwork & reading Knowledge explosion Read selectively. Learn
speed reading.

Paperwork & reading “Computeritis” Manage computer data by
exception.

Paperwork & reading

Failure to screen

Delegate reading to
subordinates. Ask for
summaries.

PagQO 1




Structured Training Module: Leadership, Team Building and Performance Enhahncemen

Routine & trivia

Lack of priorities

Set and concentrate on
priority goals. Delegate
non-essentials.

Routine & trivia

Over-surveillance of
subordinates

Delegate; then give
subordinates their right to do
it their way. Look to results,
not details or methods.

Routine & trivia

Refusal to delegate; feeling
of greater security dealing
with operating detail

Recognize that without
delegation, it is impossible to
grow. Forget perfectionism.

Visitors

Enjoyment in socializing

Do it elsewhere. Meet visitors
outside work setting.
Suggest lunch, if necessary
or hold stand up
conferences.

Visitors

Inability to say “no.”

Screen. Say no. Be
unavailable. Modify the open

door policy.
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Day V (Afternoon) Group Dynamics &Team Building

Sessiorat-a-Glance

Session Plan Session Structure | Teaching Time
Methods
Learning Obijective: Concept of team The exercise of | 30 min
To impart relevant knowledge broken squares
sharpen the requisite skills al Concept of group
orient attitudes oparticipants| Synergy. Discussion& 20 min
by improving managerial Partici |
capabiities of participants principles of intra experience
through team building and groupdynamics sharingon
Group dynamics relevart in the above exercise
context & team
Resources required building and Lost at sea 45 min
I Projector and computer | management. exercise
1 Flipcharts, marker pens
f PowerPoint Slides How tobuild and Discussion & | 20 min
1 Card boar ds|manageeffectve |P2r t i cip
teams experience
sharingon
above exercise
Video 20 min
Discussion 10 min.
Lecture 5 min
150

Instructor Guide

A unique feature of the session on team building and management will be that a
game/exercise will precede discussidrise exercise of broken squares will be conducted
without announcing that it jgart of a session on team building and management

Detail instruction®n how the game would be played and how the broken squares/ circles
should be prepared are given later.

Once the Game has been played, initiate discussion as mendgioboetihe game.

The next game/ exercise is Lost at Sea, details instructions are given with the
game/exercise.

Bef ore showi dogn Wobden The difference Getween winning and
succeedingKindly introduce the speaker thus:

John Robert Wooden (October 14, 1910une 4, 2010) was an American basketball
player and coach. Nicknamed the "Wizard of Westwood," as head coach at UCLA he won
ten NCAA national championships in ayiear period, intuding an unprecedented seven

in a row. Within this period, his teams won a men's basketbedird 88 consecutive
games. Wooden's streak of seven consecutive NCAA Championships is even rf¥)e
remarkable and impressive because to this day no other coaathoolshas won the O
tournament more than two consecutive years.
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Wooden was named national coach of the year six times.

As a 5' 10" guard, Wooden was the first to be named basketbalh#tican three times,

and the 1932 Purdue team on which he played aneswas retroactively recognized

as the preNCAA Tournament national champion by the Helms Athletic Foundation and
the PremePorretta Power Poll. Wooden was named a member of the Basketball Hall of
Fame as a player (inducted in 1961) and as a coach 4irB3), the first person ever
enshrined in both categories. Only Lenny Wilkens, Bill Sharman and Tommy Heinsohn
have since been accorded the sdmeours

One of the most revered coaches in the history of sports, Wooden was beloved by his
former players, amag them Kareem Abddlabbar (originally Lew Alcindor) and Bill
Walton. Wooden was renowned for his short, simple inspirational messages to his
players, including his "Pyramid of Success". These often were directed at how to be a
success in life as well &s basketball

After showing the video, ask the participants as to what enaldbd Woodeno
continuously build successful team.
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Broken Squares Game
(The Broken Squares game invented by Dr. Alex Bavelas (1973))

The purpose of this simulation is to siéiae the participants to the problems involved

in crosscultural communications and problem solving. It can uncover behaviors that
may contribute to or obstruct group problem solving. The activity also emphasizes the
value of effective team communication.

Somelearning points often brought out during the activity include:

i Participation and cooperation by all members of a team are essential

1 Lack of communication makes the problswlving process very difficult

1 Problem solving requires that team membeepkan open mind to a variety of
potential solutions

1 Some tasks that initially seem easy may be much more complex than expected

1 Understanding the objectives of the task at hand is important

Time Required

Approximately 45 minutes to organize, play and ddbr

Participants
Any number of groups with b6 people per group

Materials Needed

One set of broken squares is needed for every five participants. If a group has six
participants, the extra person is to be provided with the instructions forl¢hef the
observer.

Included on the following pages are
1. Instructions for the Facilitator
2. Instructions for Observers
3. Directions for Making Broken Square Sets
4. Debriefing the Broken Squares Simulation
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Instructions for the Facilitator

Five members odach group should be seated around a small table or in a small circle
so they can work with the squares. A complete set of squares is made up of five
separate envelopes, each having all the pieces labeled by one of the letters A, B, C, D,
or E. (For claification and the solution you can refer to Directions for Making Broken
Square Sets) These five envelopes, also labeled A, B, C, D, or E, are to be given to the
group, one envelope per member. They are not to be opened until the instructions are
read.

Several groups can play the game at the same time. Be sure you have the number of
sets of broken squares needed. When seating the groups, be sure they cannot see the
groups around them.

Read the following instructions to all participants

i As vy ohe game af proken squares, you will be entering a new society. However,
as you enter this society there are some rules you must follow in order to make the
appropriate cultural adjustment. You may not like all of these rules, but you must be
careful to olserve them.

Your task is completed only when each participant has, before him or her, a perfect
square of the same size as that of the others in your group.

Certain rules must be followed by each member of the group during this exercise:
1. There is tdoe no talking by any participants
2. No member may gesture with his/her hands, arms, eyes, etc. to communicate to
another.
3. No member may take a piece from another member
4. No member may place any of their own
5. No member mayplace his/her pieces in the center of the table for others to take.

Members may, however, give their pieces to other members.
Are the instructions clear? Then you may open your envelopes, place your pieces in
front of you an dThe faditator orwlserder wil gnfocce the

rules.)

Special note to the facilitator Several combinations are possible that will form one or
t wo squares but only one combination wi
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Instructions for Observers

Observers are to insure that participants follow the rules:

1
1

There is to be no talking, gesturing, pointing or any other method of
communicating among the people in the group

Participants may give pieces to other members of the group, but they may not
simply put pieces in the center for others to take.

There is to be no taking of pieces which have not been directly given and no

pl acing of pieces in another personos
It is permissible for a person to give away an entire square, even if the suar
already complete. It is not necessary to give away only one piece at a time.

(This will not be mentioned to the group)

As you observe the group, please record any observations you make. Do not share these
guestions with any of the participants.

1
1
1

E |

Who has difficulty keeping the rules?

Who is willing to give pieces away?

Was there anyone who continued to struggle with their pieces but was unwilling
to give any or all away?

Did anyone finish their square and then separate themselves from the struggle
of the rest of the group?

Did you observe anyone dropping out of the game? Does it cause a problem?

Did you see participants |l ooking for
than concentrating on their own pieces?

Was there any crucial turningipd at which time the group began to cooperate?
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Directions for Making Broken Squares Sets

A set consists of five envelopes containing pieces of poster board cut into different
patterns which, when properly arranged, will form five squares of agqel When
making multiple sets, use a different color of poster board for each set of five envelopes.

To prepare one set of Broken Squares, cut out five poster board squares, each exactly
60 by 60. Mar k t he s quappogiatalsttererheachn b e |
piece on the back of the poster board so they can be placed in the proper envelopes.

The lines must be drawn so that the small triangles in squares 1, 4, and 5 will be exactly
the same size. In square 2 the pieces labeled B amaist also be exactly the same

size. Any lines drawn to the middle of the side of a square must be exactly 3 inches
from both corners for that side. Cut each square along the lines into smaller pieces to
make the parts of the puzzle.

Label the fiveenvelopes A, B, C, D, and E. Place the poster board pieces into the five
envelopes according to the letter on each piece. The number of pieces for each
envelope: A3, B4, G2, D-2, E4.

3” B
D
T E
3" B E
B §
" % (this line T should be
i 4 I3 centered in the square)
* C
A
E
B C
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Debriefing the Broken Squares Game

Recall The purpose ohis simulation is to sensitize the participants to the problems
involved in crosscultural communications and problem solving. It can uncover
behaviors that may contribute to or obstruct group problem solving.

Proper debriefing can be very helpful in paeing your team for some of their
experiences on the field. Some suggested questions are listed below.

1. How did you feel during the exercise? Why?
2. How many felt a sense of frustration? Why?

3. If the frustration is caused by the inability to commaigg how did you solve
the problem?

4. Ask if anyone mentally dropped out when they had completed their square?
Why? (For westerners with an individualistic orientation we often hear
instructions as individuals.)

5. Was there any critical point at whidhet group started to cooperate? What was
the cause?

6. What messages are sent in the willingness to give or not give away pieces?
7. What are the difficulties you experienced in your group?
8. What is necessary to effectively work within a group or team?

Speial Note: The problem in crossiltural communication is not that you cannot
communicate but rather the normal patterns of communications are disrupted. In this
activity participants could communicate by giving away appropriate pieces.

Some Principle$or Successful Group Cooperation
1 All participants must have a thorough understanding of the problem
1 Each participant should understand how he or she can make a contribution
toward solving the problem
1 All participants should be aware of the potent@ttibutions of others in the

group

PagQOg




Structured Training Module: Leadership, Team Building and Performance Enhahncemen

"LOST AT SEA"
A Consensusseeking Task

(Adapted from "The 1975 Annual Handbook for Group Facilitators” J. William Pfeiffer
and John E Jones/ Editors. (University Associates, Inc. / La Jolla, California, 1975)

Learning Outcomes
The following are the main objectives of this exercise.
1. Experiencing and developing insight in the process of making a decision in a group.

2. Experiencing and understanding the process of and the factors contributing to the
development ofonsensus.

3. Developing an insight in the various processes involved in decision making-groups
problem solving processes, task facilitating processes, and group building processes.

4. Becoming sensitive to the resources available in the group, anddgtido make use
of such resources.

5. Developing insight into the conflict between the concern for evolving an effective
decision (achievement motive) and the concern to get one's own point of view or solution
accepted in the group (power motive).

RATIO NALE

The exercise essentially consists in comparing the decision made by individual members
with that made by them as a group. The idea of involving a group in decision making is
that the collective "wisdom" of a number of individuals will produce a nedfiective
decision than one made by a single individual, howsoever competent he may be. This is
the idea of synergysynergy or synergism is the simultaneous action of separate agencies
which, together, have greater total effect than the sum of theiidodiveffects. Typical
examples of synergy are the combined or cooperative action or force of different organs
of the body, as of muscles working together, which is much greater than the arithmetic
sum of the forces of the individual organs/parts had tieeyn working separately of one
another.
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AIMS

1. To explore the effectiveness of conserseeking behaviour in groups through
experiences with individual decision making and group decisiaking.

2. To explore the concept of synergy through group aecimaking.
GROUP SIZE

Any size group split into syndicates of five to twelve participants. Several syndicates may
be directed simultaneously. (Synergistic outcomes are more likely to be achieved by
smaller / groups, e.g. five to seven participants.)

MATERIALS

1. Pencils.

2. Two copies of the Lost at Sea Individual Worksheet for each participant.

3. A copy of the Lost at Sea Group Worksheet for each syndicate.

4. A copy of the Lost at Sea Answer and Rationale Sheet for each participant.
5. Flipchart pper and feltipped markers.

PHYSICAL SETTING

Facilities for both privacy in individual work, and for syndicates to hold discussions
without interrupting each other.

PROCESS

1. The facilitator distributes two copies of the Lost at Sea Individual Worksheath
participant and asks each person to complete the forms in duplicate including their name.
Emphasise that participants are to work independently during this phase and that they
have a maximum of fifteen minutes to complete the worksheet.

2. Afterfifteen minutes, the facilitator collects one copy from each participant. The other
copy is for use in the syndicate.

3. The facilitator forms syndicates of five to twelve participants and tells them to work in
specific areas either in the room or in sigate rooms. The membership of each syndicate

is worth planning in advance so that it can be organised smoothly. Listing the members
of the syndicates on a flipchart is an effective way to do this.

4. A representative of each syndicate is given a Ldd¢atGroup Worksheet. The trainer

then reads the instructions to the group, emphasising that each member of a syndicate
should partially agree with the syndicate choices to establish consensus, but that they are
not to use such techniques as averaging, mity@jeoting, or trading to reach agreement.

The syndicates should be asked to make serious efforts to achieve success in this task.

5. The syndicates should then be sent to complete the task with a time limit of thirty
minutes.

6. While the syndicates @rengaged in their task, the facilitator marks the individual
ranking sheets. The score is the sum of the differences between the "correct” rank for eerch
item and its rank on the Individual Worksheet (all differences should be made positived

and added). Higer scores have greater negative implications. The facilitator then tota@é

@©
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all individual scores for each syndicate and divides by the number of members to obtain
the average individual score for each syndicate.

7. After thirty minutes, the facilitator dects the Group Worksheets making sure that
they are named for each syndicate and invites the syndicates to come back together. The
participants should be invited to discuss their consesseking approaches to
performing the task.

The following questizss may be written up on a flipchart/board for the group to consider
What difficulties did they encounter? How did they resolve them?
How happy were they with their result? Did they use the time effectively?

8. The facilitator then scores the Group Watrgets as was done for the Individual
Worksheets. If there are two facilitators one may mark the Worksheets while the other
leads the discussion.

9. The facilitator then prepares a chart such as the one following, summarising the
statistics.

BEFORE GROUP DISCUSSION

Group Average Individual Scorg Score of Most Accurat
Individual

Example 55 45

1

2

3

4

Average for all groups

AFTER GROUP DISCUSSION

Group Score for| Gain/ Loss| Gain/ Loss| Synergy*
Group Over Average over Most
Consensus Individual Accurde

Individual

Example 40 +15 +5 Yes

1

2

3

4

Average for all

groups

* Synergy is defined as having occurred when the consensus score is lower than the lowest
individual score in the syndicate.

10. The facilitator returnall Individual and Group Worksheets and distributes a copy of
the Lost at Sea Answer and Rationale Sheet to each participant. After allowing the group

a few minutes to discuss the answers and rationale, the facilitator analyses the statiids
and explainshe synergy factor.
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11. The facilitator leads a discussion of the comparative outcomes of individual rankings
and group consensus rankings. Discussion questions such as the following might be
suggested by the facilitater:

G

C
C
C

What behaviours helped or hinddrhe consenstseeking process?

What patterns of decisiemaking occurred?

Who were the influential members and how were they influential?

How did the group discover and use its information resources? Were these
resources fully utilised?

What are the imptations of consenseseeking and synergistic outcomes for
intact task groups such as committees and staff of institutions?

What might be the consequences of such a process for the group's attitudes?
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Processing the Exercise

The following dimensions nedd be brought out during the processing of the experience
in the exercise.

1. Motivational Dimensions of ConsensusThe trainer may ask the volunteers from the
various groups to share with others what they thought was the main focus of the group
while it was involved in decision making. What was the prevailing roktaate, one of
arriving at an effective decision or one of getting one's opinion accepted? The first
orientation is that of achievement motivation, and the second that of power motivation.
In the process of decisiemaking the group may range between two extremes. One
extreme may be the main concern of getting one's own point of view accepted. On this
extreme the members are concerned about whose views will be accepted, instead of being
concernedvith the problem on which a decision is to be made; they are more concerned
about the personal influence they can wield and they use various methods of testing the
strength and power which different members have. On the other extreme is the focus on
making good decision, generating resources in the group, and pooling and using the
resources. The decision making process can be near one of these two points in a
continuum. We can broadly say that the decision making in a group can be either by the
process otlivision (power, or by the process of consensus (achievement),

In the process of division, the strength of various members is tested and the group gets
divided. In the process of consensus the strength of various members is brought to bear
on the best pogde decision. Consensus does not necessarily mean unanimity. It means
the sharing of differences, listening to one another accepting the final choice in spite of
the difference which may still exist. As a result of consensus, all members of the group
do ot come to the same conclusion. The differences may continue. However, members
have an opportunity to express such differences, discuss the rationale behind the different
points of view, and have the satisfaction that the members of the group have listened
them and they in turn listened to the logic put forward by the other members. At the end
of such discussion the members come to a conclusion that one optimum solution is to be
selected. And this helps them to accept one solution out of several alesnaven
though' some of them may not agree with that alternative completely. However, the
commitment of the members to the implementation of the solution is assured.

2. Facilitating and Hindering Factors in Consensus BuildingThe trainer may probe

two contrasting group to find out what factors helped one group to move towards
consensus, and what factors hindered such a movement in the case of the other group.
Usually the following factors hinder consensus building:

(a) Domination by a fewWhen theras a tendency by some members to dominate in a
group, and influence the decision, consensus is difficult to develop.

(b) Withdrawal: The natural result of domination by, a few is withdrawal by several other
members when they do not see an opportunitypoess themselves freely and influence
the process of decision making.

(c) Tendency to make quick decisioWhen members of the group rush to make decision
very fast the possibility of consensus decreases. Consensus would require patience, and
members' tedency to pay attention to the opinions of other members. This takes time.

(d) Testing strengthin the process of decision making, when some ways are used to te§1.-|

the strength and take a decision according to the strength either on the basis of numegsjl

strength or on the strength of argument, the group splits. Instead of moving towards &
o




consensus there is always a tendency to break the group into divisions. Voting in a group
to find the majority and minority opinion, does not help the group to movartsia
consensus because the members holding the minority view usually fail to commit
themselves to the decision taken by the majority.

(e) Avoiding confrontation:When the members of a group avoid confronting differences

in making the choice by continusuliscussion, the possibility of consensus decreases.
One way to avoid confrontation is to use a third party intervention or decided: by chance
like flipping a coin.

(f) Trading or compromisingSometimes, people in order to get their suggestion or point

of view accepted, trade their own point of view with some others; this way they come to
an agreement that the suggestion given by one member will be accepted in exchange of
another suggestion given by another member. This kind of trading or compromising
reduces the possibility of consensus.

The following factors have usually been reported to help build consensus.

(a) Concern for others:The basis of consensus is respect and concern people have for
one another. This also helps them to look for expertidettaa resources available with
the different members.

(b) Listening: A consequence of respect and concern for others leads people to listen
carefully to what others say, rather than being obsessed with their own ideas about a
problem.

(c) Identifying and using resourcesPeople in the group realise that each member is a
special resource. In order to make a good decision it is necessary that all the resources are
utilised. The group takes active steps, to find out what the dimensions of the problem are,
ard if anyone in the group seem to have necessary resources on the various dimensions.
It is recognised that different members have different skills. Without necessarily formal
discussions on the matters an effective group brings to use these skills o getorm

its task effectively.

(d) Discussing underlying assumptions and logié¢vhen people discuss not only their
own suggestions and ideasbut also why they are proposing these and what the
underlying rationale of these suggestions and ideas imdlrement towards a common
understanding becomes easier and the group is able to move towards consensus.

(e) Testing consensus and disagreememsconsensus is reinforced when after some
amount of discussion the members of the group examine if therstiiresome
disagreements; and such disagreements are allowed to be expressed and discussed
However, if agreements are not discussed and avoided, or are not voiced it would be
difficult to develop a consensus. From time to time the group may stop andhetem
enough consensus about what is being decided exists.

() Process orientationThe group which spends some time on the process is able to
develop consensus faster. Instead of being concerned only with the task, the group is also
concerned about hopeople are feeling, whether some people have withdrawn as a result
of some hot exchange of feelings, how many people are speaking and how many are
silent, how fast the group has been going etc. Such questions, when discussed from time
to time, will help tke group to move towards consensus. -

3. The Problem Solving Process: In developing a consensus it is necessary that enddgh
attention is paid to the process of problem solving. The process involves several aspec§




like the following. The trainer may elicitése by the appropriate probing of the groups
and may emphasise their importance. As will be seen from the following discussion the
consensus involves both generating alternatives, as well as the narrowing down of the
choices, resulting in an agreement aggirmembers of the group.

(a) Deciding priorities: The effective groups in such exercises have been found to spend
enough time discussing the main priorities. For example, in this exercise they debate
about the priorities of survival, locomotion, and conmiation (being spotted out by a
search party). Such a discussion may narrow the objectives for the members, and they
may take the first step of moving towards consensus by agreeing on the objectives.

(b) Analysing the problem at several levels: The probfeay seem to be single, but it

may have several aspects. For example, in this exercise the problem need to be analysed
at these levels: the psychological conditions of the survivors; the conditions of the desert;
implications of these conditions for sural, locomotion, and communication; effect of
dehydration and so on. When the time is spent on the discussion of such dimensions, the
various aspects of the problem are clarified, and the issues for danislang get
considerably narrowed.

(c) Generatingalternatives: Before the final decision making, a number of alternatives
need to be considered. When members give different opinions, or advance what ma~ be
called "theories" on which action will be based, the possibility of making a more rational
choiceincreases.

(d) Discussing consequences of each alternative: Before the group makes the final
decision, two processes are important. One is to consider the consequences of the various
alternatives generated. For example, one alternative here may be lasonfathis is
accepted what are the consequences: how long can a person walk during the day/during
the night; how much energy he will be left with to take other actions etc.

(e) Developing criteria for discussion: An effective group does not rush intintie
decision but spends enough time. on deciding on the criteria against which the decision
will be Judged. The priorities discussed will help in generating the criteria.

(f) Reviewing:In the end, the group gets an opportunity to make the necessagtioms
and modifications if it plans some time to review the decision 'in the light of the accepted
criteria.

4. Task Facilitating ProcessesSeveral processes help in making effective decisions.
Some of these relate to task accomplishment. The follpagpects are worth mentioning
in this connection.

(a) Initiative: Unless members of the group take the initiative to discuss no task can be
properly accomplished. It needs to be stressed that the responsibility of effective group
functioning lies on edcmember in terms of his initiative in various matters. It may be
discussed why some people took initiative and others did not.

(b) Information seeking:Members, who ask for more and more information in the group,
help in discovering new things that maglfh in decisiormaking. For example, in this
exercise, questiorike the following may beéhelpful: "Who in this group has lived in a
desert? How long can a man survive without food? Afterloagof deprivation of water
does dehydration set in? How famcthe reflection of a mirror be seen? Why?"

(c) Information giving: The complimentary part of seeking information is giving
information. Information would alssmclude opinions, doubts, special knowledge One
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has. what one has read, etc. Generating sufohmation by the various members may
help in clarifying the issues, and narrowing (zeroing in on) the choices.

(d) Summarising: As the proceedings move on, people tend to forget what has been
discussed, what have been agreed, and where the differemsess. & member who
summarises the Position at such a point of time plays an important role, and facilitates the
task process.

(e) Synthesising: Synthesising helps in reaching and pointing out the underlying
similarities in the apparently different opin® expressed by two or more members.
Consensus building is helped by the revelations of such implicit agreements and common
understanding.

() Time keeping:When the priorities are discussed, a group may also discuss how they
would like to utilise theirime, and will distribute the available time. Some members may
remind the group how much time has already been spent on some aspects, and how much
work remains to be done. Such remindepthe group take timely Corrective actions.

5. Group Building Processes While thetask processes help in effectivempletionof

the task, attention to the grobpilding processes has to be paid, otherwise the group does
not function as a cohesive and mutually supportive group. The following are some of the
important goup processes.

(a) Listening: Listening indicates the regard members have for one another Listening by
one member to what the other member is saying will generate reciprocal listening and the
important contributions by various members can be brought out.

(b) Expressing and responding to feelingsven when the group is seriously discussing

a task, paying attentiai the feelings of the members is important. In effective groups
members both freely express their feelings ("l feel confused,” "I feel | halvbeen
listened to") and respond to others' feelings ("can you elaborate on your feeling that you
have been ignored?" "l also feel confused now"). Such expressions help in the faster
accomplishment of the task.

(c) Gate keeping:When several members bosiastically speak at the same time,
confusion is created. A member may point out that he cannot hear when so many persons
speak simultaneously, and may request a particular person to speak first, and then may
invite the next one to say what he has ta 3&ys is called gate keeping function, which

can be taken up by any member in the grmufact, the more the members perform this
function from time to time, the better it is likely to be for the group.

(d) Supporting: The more the members support onetaer, the more effective the group

is. Support is provided by reinforcing a member's point of view or information by another,
and also includes encouraging silent members, and Wiusare shy, to contribute to the
discussion.

(e) Process reviewingThe group may from time to time review what has been done and
how the group has functioned. For example, a member may raise a question as to how the
various members feel about the decision, or if there are still some members whose opinion
has not been takeatc.

6. Decision by Consensusthe exercise focuses attention on the process of effectivep
decision making, the process of development of consensus.tréiver may like to  «—
summarise the learning from the experience in the exercise. Degisking invdves QN
making a choice from the available or generated alternatives. When a decision is maqc?




by a faceto-face group (a task group or a committee, or a departmental team) every
member is apotential contributor to the process of decision making which ieglv
understanding the problem or the issue, breaking down the problem or the issue into its
meaningful components which indicate the real problems on which the decisions are
required, formulating a general strategy in terms of the sequence of action steps,
generating alternatives, providing and pooling required information, generating
favourable and unfavourable points for each alternative, coming to a shared
understanding, making a final choice, and getting commitment of all members to the
choice made. Thmain advantage of a group is that it has more resources than a single
individual has, and as the saying goes no one of us is as bright as all of us.

Decision by consensus creasgsergyin the group. When members listen to one another,

use the resourcespresented by one another and arrive at the decision to which they seem
to be committed in spite of their personal differences of opinion, we may find that the
decision made may be even better than taken by the most capable person in the group.
The groupin a way is able to produce even more than the total sum of .the resources
represented in the group. This is the concept of synergy. The group can move towards
synergy by taking steps to continuously mobilise the group as a team and identify and use
the vaious available resources.

The following learning points may emerge from the exercise and discussion:

x  Synergy may happen, resulting in the team answer being better than any individual
answer.

Decision making in teams is often difficult and time consgmin

Negotiating group decisions after individuals have made decisions is difficult.

It is tempting to compromise rather than negotiate.

Time pressures lead to bigger compromises.

Dominant individuals may reduce team synergy

Effective teams recognise@wnalue the expertise of individual members.

Teams tend not to manage their time effectively.

Finding the reasons for individual t e
than arguing over details (such as the positions of particular items).
x Effective teams foster commitment to team success.

X X X X X X X X

When leading the discussion the trainer should be careful to ask questions based on
observed behaviours. The group should identify their own learning points from what
happened. They should not be told what shbalke happened or which learning points
they ought to have identified. If the group are told what they should have learned there is
a risk that they will reject the learning.

VARIATIONS

1. Observers can be used to give feedback about either group bet@viodividual
behaviour.

2. A lecturette on synergy and consensesking can immediately precede the group
problemsolving phase to establish a mental set towardparation.

3. Participants can be given only one copy each of the Lost at Sea latiduksheet
and instructed to score their own sheets.

00
4. Participants can be asked to complete their selection again after the group decisio@;
see whether they have improved their personal score. g
@©
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LOST AT SEA INDIVIDUAL WORKSHEET

Name

Group

Instructions: You are adrift on a private yacht in the South Pacific. As a consequence of
a fire of unknown origin, much ohe yacht and its contents have been destroyed. The
yacht is now slowly sinking. Your location is unclear because of the destruction of critical
navigational equipment and because you and the crew were distracted trying to bring the
fire under control. Youbest estimate is that you are approximately one thousand miles
southsouthwest of the nearest land.

Below is a list of fifteen items that are intact and undamaged after the fire. In addition to
these articles, you have a serviceable, rubber life raft vatrs large enough to carry
yourself, the crew, and all the items listed below. The total contents of all survivors'
pockets are a package of cigarettes, several books of matches, and-uldamiaills.

Your task is to rank the fifteen items belowténms of their importance to your survival.
Place the number 1 by the most important item, the number 2 by the second most
important, and so on to number 15, the least important.

Your score ltem

Sextant (A navigation instrument for measuring anguktadces)

Shaving mirror

Five-gallon can of water

Mosquito netting

One case of army rations

Maps of the Pacific Ocean

Seat Cushion (flotation device approved by the Coast Guard)

Two-gallon can of odgas mixture

Small transistor rad

Shark repellent

Twenty square feet of opaque plastic

One quart of 16@roof Puerto Rican rum

Fifteen feet of nylon rope

Two boxes of chocolate bars

Fishing kit
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LOST AT SEA GROUP WORKSHEET

Group

Instructions: This is an exercise in group decisioraking. Your group is to employ the
group consensus method in reaching its decision. This means that the prediction for each
of the fifteen survival itemgnust be agreed pon by each group member before it
becomes a part of the group decision. Consensus is difficult to reach. Therefore, not every
ranking will meet with everyone's complete approval. As a group, try to make each
ranking one with whichall group members can &astpartially agree. Here are some
principles to use in reaching consensus.

1. Avoid arguing for your own individual judgements. Approach the task on the basis of
logic.

2. Avoid changing your mind if it is only to reach agreement and avoid coSfipport
only solutions with which you are able to agree at least somewhat.

3. Avoid "conflictreducing” techniques such as majority vote, averaging, or trading in
reaching your decision.

4. View differences of opinion as a help rather than a hindrarecisionmaking.

Your score | Item

Sextant

Shaving mirror

Five-gallon can of water

Mosquito netting

One case of army rations

Maps of the Pacific Ocean

Seat cushion (flotation device approved by the Coast Guard)

Two-gallon can of oHgas mixture

Small transistor radio

Shark repellent

Twenty square feet of opaque plastic

One quart of 16Qroof Puerto Rican rum

Fifteen feet of nylon rope

Two boxes of chocolate bars

Fishing kit
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LOST AT SEA ANSWER AND RATIONALE SHE ET

Officers of the United States Merchant Marines ranked the fifteen items and provided the
“correct” solution to the task.

According to these "experts", the basic supplies needed when a person is stranded in mid
ocean are articles to attract attentiod articles to aid survivaintil rescuers arrive.

Articles for navigation are of little importance. Even if a small life raft were capable of
reaching land, it would be impossible to store enough food and water to survive during
that period of time. Therefe, of primary importance are the shaving mirror and the two
gallon can of oHlgas mixture. These items could be used for signallingesirrescue. Of
secondary importance are water and food, e.g., the army rations.

A brief explanation is provided fohé¢ ranking of each item. These obviously do not
represent all of the potential uses for the specified items but, rather, the primary
importance of each.

1. Shaving mirror

Critical for signalling airsea rescue.

2. Two-gallon can of oileras mixture

Critical for signalling- the oilgas mixture will float on the water and could be ignited
with a dollar bill and a match (obviously, outside the raft).

3 Five-gallon can of water

Necessary to replenish loss by perspiring, etc.

4.0ne case of army rations

Provides basic food intake.

5. Twenty square feet of opague plastic

Used to collect rain water, provide shelter from the elements.

6. Two boxes of chocolate bars

A reserve food supply.

7. Fishing kit

Ranked lower than the chocolate bars because "arbtlte hand is worth two in the
bush”. There is no assurance that you will catch any fish.

8. Fifteen feet of nylon rope

May be used to lash equipment together to prevent it from falling overboard.

9. Floating seat cushion

If someone fell overboard, ibald function as a life preserver.

10. Shark repellent

Obvious.

11.0ne quart of 16Mroof Puerto Rican rum
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Contains 80 percent alcohelenough to use as a potential antiseptic for any injuries
sustained; of little value otherwise; will cause dehydraii ingested

12.Small transistor radio

Of little value since there is no transmitter (unfortunately, you are out of range of you
favourite AM radio stations).

13. Maps of the Pacific Ocean

Worthless without additional navigational equipmeétindoesnot really matter where you
are but where the rescuers are.

14. Mosquito netting

There are no mosquitoes in the mid Pacific.
15. Sextant
Without tables and a chronometer, relatively useless.

The basic rationale for ranking signalling devices aboveslifgaining items (food and
water) is that without signalling devices there is almost no chance of being spotted and
rescued. Furthermore, most rescues occur during the first-$hirtyours, and one can
survive without food and water during this period.

Pa9222
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SLIDES

Nafure of Teams

Although the term "team” is frequently used for any group, especially to
get individuals to work together and to motivate them, some team experts

make a distinction between feams and tradifional work groups.

1. The work group has a strong, clearly focused leader, the team has shared leadership roles.

2. The work group has individual accountability: the team has individual and mutual accountability.

3. The work group's purpose is the same as the organization's the team has a specific purpose.

4. The work group has individval work-products; the team has collective work products.

5. The work group runs efficient meetings; the team encourages open-ended, active problem-solving
meetings.

&. The work group measures effectiveness indirectly (for example, financial performance of the overall
business); the feam measures performance directly by assessing collective work-products.

7. The work group discusses, decides and delegates; the team discusses, decides and does real work.

(Please note that no separate reading material for these dideimcluded).
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Day V(Forenoon)Conflict Management

Sessiorat-a-Glance

Session Plan Session Teaching Time
Structure Methods
Learning Obijective: Acknowledging Picture Exercise | 10 min
To impart relevant knowledg¢ existence of
sharpen the requisite skills al conflict Group Discussion | 40 min
orient attitudes oparticipants
by improving  conflict | 1denifying One dollar Game/ | 30 min
management skills conflict response | exercise and Two
styles dollar Game/
Resources required exercise.
I Projector and computer | |dentifying layers
9 Flipcharts, marker pens | of a conflict Discussions on 20 min
1 PowerPoint Slides above
1 Dollar may be replaced by Understanding _ .
a rupee_ ConﬂiCt V|deo 20 min
management .
process. Lecture 25min
Hand out 5 min
150

Instructor Guide

Picture Exercisethere are six pictures given along with this STM. Show any one these
pictures to the participants and ask them to write a story/narrative otheyathink the
picture is all about. The facilitator may note that the pictures have been purposefully kept
ambiguous and there is room for interpretation by individuals. If the group is small (up to
10-12) one picture is sufficient. If there are momgriees, they can be grouped separately
and a different picture could be shown to each group.

Once the individuals in the group have written down their story, the examiner asks the
individuals to read their story. Once everyone has read their story, agkotipe (who

have all seen the same picture) to discuss amongst themselves and comeémsuson
Usually this will spark off a debate and each will try to justify their story. After about 10
min. stop the discussion.

Ask the patrticipants:

¢ Why was therano consensus? (if there were no consensudyYhy was there a
consensus? (if a consensus was reached)

¢ What prevented or enabled consensus?

¢ Do the participants agree that in real life facts are often not well defined in terms
of what we know/see/learn (asc¢ase of the shown picture)?

¢ Even when same facts are available (emphasize that the same picture was seen by
the group) we, as individuals, often interpret it differently because we are each
separate person with our own thought process.

Let discussions 8w freely and encourage the participants to realise why confllcts(\I

arise.
&
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Play the Twodollargam&@ he f aci |l i tatords role are gi Vv
Discussion as mentioned in the game/ exercise.

Play the One dollargamd& h e f a c olé aretgigeh alangwsth game below. Initiate
Discussion as mentioned in the game/ exercise.

Show the VideoWilliam Ury: The walk from hodto 6/eH
Deliver lecture with the slides based on reading material.

Distribute the hand out and séyw all particpate in group meetings, here are some
insights to individual behaviour you may find in a group meeting and how to deal with
eacho.
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PICTURE EXERCISE

(The following pictures may be used)
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THE TWO DOLLAR GAME
Prof. Mary Rowe, MIT

The Two Dollar @me was developed in order to illustrate some basic tools of negotiation
theory, in the simplest possible game.

Major topics include:

A The rmentpetitioed fadfi st ri but-i &0 olb a ifgddhthe n g
gain of one person is the loss of anothEmnis kind of bargaining is contrasted with
collaborative ( al s o Kk imtegrativeoa sawiritwii n 0 ) b ain \which woih n g
parties win.

In real life it can be difficult to illustrate pure wlose bargaining, because true Jase
situations and pureim~win situations are relatively rare. (Most negotiations are actually
Ami xed mot i v,ancludingabotly distrilbutive and integrative elements. Pure
winl ose bargaining is rare in part becaus
into mostnegotiations. Pure wiwin is rare because resources are scarce).

The Two Dollar game therefore illustrates all three strategies in negotiations. The game
initially appears to be pure winse. But because of secret instructions, and the nature of

repeatnegotiations with the same person, the game will become a mixed motive game,
or even integrative, in the last two rounds, if players trade money for intangible benefits.

X The conceptofé@ b ar g ai n i whigh cansbe riegative, if there is no room

for setlemend or positive, if there is room for settlement. It also introduces the idea of

a Resi st anReserv&ioniPaind R thegoirt at which a person will either

stop bargaining, or move their RP to achieve a settlement.

The idea of the RP alsntroduces the idea of a fadlack position oBATNA § the Best
Alternative to a Negotiated Agreementsince this best alternative usually defines where
the RP wildl be. And i td thenmmount that a peison tvikhes i d
to get in the prcess of bargaining.

X Major strategies that people adopt in negotiati@wmnpetition, Collaboration,
Avoidance, Compromise, Accommodation, and Revenge
X How a player might be ablefodi agnosedo his or hér owr

negotiation (strengths istrategic play and also strategic weaknesses). People who
instinctively love the game (and many students do love this game) usually have strong
Competitive skills. Some players easily Compromisia fact they will do this even if

they are told not to. Afose who instinctively hate the game may have high Avoidance or
Accommodation scoré&s Peopl e who fiescapeodo the game
create side deals often have Collaborative skills. And people who are vengeful on the
third round begin tonderstand the Revenge strategy.

One can also possibly learn something about the natural strategies of the other player by
observing how they play this game.

X An under st asplittingithe diiefenceoh yi sih not t he onl vy
what is on the tdb, and why it may or may not be the best way, in real life.

X The importance ointangibles (such as relationship, trust, friendly feelings) as

well astangibles(in this case money) as sources of value in a negotiation. N~

X The huge importance, in real lifef oepeated interactions with the same (N
persond in building or losing a good relationship (We do not usually bargain just once QY
with the same person. We often interact with the same person more than once. This mea§’s

2in the Thomas Kilman Questionnaire

a)
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that even a simple game of dividing two ldas, in what is supposed to be a ¥ose

game, is not in fact purely competitive. Because of the effect of successive interactions,
positive and negative feelings become part of the intangibles that are won or lost in the
interaction.)

X Thefactthab n® 6strategy i s not the sa(@ee as
can be very competitive and very charming, or collaborative and aggressive, or
competitive and aggressive, etc.)

X The importance of ethics in negotiations-- how comfortable am | with making

up a story, and how do | feel about a negotiations partner who lies or threatens?

PagQ 2 8
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HOW TO PROCEED WITH THE EXERCISE

Here is how it works. The class is divided into pairs. Every pair Basaral Instruction
to divide $2 between the two players in the pHirey are instructed that the game is pure
win-losed no side deals or subterfuges are allowed.

Although the players do not know this at the beginning, they will play the game three
times. The first and second time they change partners. But the thirtchéynareé suddenly
told they will play again with the same partner.

Pl ayers naturally first think, AThis is

But each also has Secret InstructionThe Secret Instructions tilt each player toward
competition accommodation, or compromise. The Secret Instructions deal with
intangibles (my reputation) and tangibles (the amount of money that the player must win).
Some Secret Instructions also deal with style and demeanour. (In addition, some students,
although beaking the rules, will come up with collaborative side deals).

Debriefing the game after the first round In some pairs there is a negative bargaining
range because the players have each been told to get more than $1. In some pairs there is
apositvebaggai ni ng range because the Atargets
illustrates the idea of bargaining ranges, reservation points BA&NA s) and targets,

and the reactions of the students will also help them diagnose their natural strategies, as
spelled out above.

After the second round: The second round deals with intangibles. Here the Secret

I nstructions deal with style, and i ntangji

the other. This round also introduces the ideacahmon tactics associated with
common strategiesFor example one instruction requires the player to speak almost not
at alld a very competitive tactic.

After the third round : The third round is a reprise of both tangible and intangible factors
in negotiation. It alsoesves to show thenportance of a previous interactionwith the
same person. In some pairs a player will deal kindly with another who dealt kindly in
Round Two. In some pairs there will be an impulse towards revenge.

Pa9229
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WHY THIS GAME

The Two Dollar Game trauefficiently introduces some major elements of negotiation
theory. It is debriefed in a journal written by each player (later read and commented upon
by the professor). The player is instructed to notice what can be learned about oneself,
and also abouttbers.

Players are regularly surprised to find that some people love the game (or hate it), as
distinguished from their own reactions, and are regularly surprised that that are several
available negotiation strategies. (Most neophytes are familiar with @m or two
strategies). People are regularly surprised at the importance of a previous negotiation.

Many students are surprised at the amount of emotion engendered by an obviously
simplistic game. This last is an important point because of thdifeeanportance of
emotions in negotiation.

The game is easily debriefed a second time, later on, in terms of Sources of Power, a set
of theoretical ideas introduced in the following class. For example, rewards, sanctions,
force and the threat of force, relaighip, BATNA, moral authority, and commitment
power can all play a role in the Two Dollar Game. Students also regularly and
instinctively fAinvento | egitimate aut hor|i
their stories.
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THE ONE DOLLAR GAME
Or
The Dollar Auction Game: A Lesson in Conflict Escalation

By Douglas Noll

The game is called The Dollar Auctiamd the rules are as follows.
You arethe auctioneeRropose the following:

You will auction a $1 bill to the highebidder. The highest biddevill win $1 less the
amount of the bid. If the high bid is 15 cents, yaill pay out 85 cents ($1 minus the
bid). The catch is thahe second highest bidder must pay you his or her bickdsSo

if the second bidder was 12 cents, the bigdsss you 1Zents.

People typically start this game by calling out a sraalbunt of money because they
figure they have little tdose. They think to themselves, "If | can win a buck foolQ5
cents, I'm pretty smart.” The problem is the¢ryone else in the ganhas the same logic.

Consequently, several people start to bid. Eventuallypidewill approach $1 and two
things happen. First, tmumber of players typically decreases until there arebtdaers.
Second, the motivation of the remaining thidderschanges from a desire to maximize
returns toone of minimizing losses. Thus, the question transfdram "How much can

| win?" to "How do | keep fromosing?" Guess what? At this point, the auction often
goesabove $1.

Behaviours:

Why doesn't someone guithen the expected rewardléss than the known expense of
continuing the gamerirst, the players have expended time and effort iaxgectation

of an easy gain. They have made "@mvestment" that they are loathe to relinquish.
Second,each party sectly hopes the other bidder will quiteaving victory to the
remaining player. Of course, boplarties reason this way, and neither one giissthe
bidding exceeds $1, another transformatgmeturs. Now, a certain fatalistic attitude
typically sets inrsothat each party makes certain the other will losegasnuch. "I may
go down in flames, but I'm taking yauith me." This reaction seems to stem from a fear
of looking weak or foolish for quitting and letting the otlyery win. The bidders are now
concened with threats tdheir personal image. The auction has changed from an
“investment" to "a matter of principle."

What do we Learn:

The Dollar Auction game is a great example of conélgttalation processes. Notice how
the goals change as tgame, whit is a metaphor for conflict, progresses. Veften
conflicts start with one set of goals. Atiatermediate stage, the goals shift to something
quite different. If the genesis of the conflict was to gaomething, the first
transformation will be to miimizeloss. Thus, the conflict will escalate as this new goal
takeshold. Since the transformation is unconscious, lpgivides a rationalization rather
than a reasoned befetlee-fact decision. As parties become aware of diestructive
nature of the gcalation, a secortdansformation occurs. Now the conflict is centered on
identity-preserving one's own face and, if possiblestroying the other's face. One can
only back down novby admitting defeat. There seems to be an imptieissage that the
winner is stronger, better, and mar@pable. We react against this, again unconsciously
because succumbing to another in this way constitufgsral threat to our ability to o
survive in the group.

group (\é
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The point I make is that conflict escalation is oftansedy unconsciougansformations
triggered by thaleepening conflict. Being aware of this propensity lcaip you avoid
bad decisions and help you get out betbeecost becomes excessive.

Once in this cycle, people haam extraordinarily difficult timebreaking out. That is
when mediation and peaceaking can be very effectivélow do you know if you or
your colleagues are caughttire cycle? Listen for expressions like "l don't care atmut
money. It's the principle of the thing;" "We've got aifotested in this, but it should be
over in a few morenonths." "l don't care what it costs, XYZ is not goingvia this one!"
These phrases and others like them relweal conflict goals have changed to escalation.

About the Author:

Douglas E. Noll, Esgsia full time peacemaker antediator specializing in difficult and
intractable conflictst n addi ti on to being a Degreeyrer
Peacemaking and Conflict Studies. He hasediated and arbitrated over 1,200 cases,
including alarge number of construction, construction defect, srad estate matters
involving tens of millions oflollars. He is a nationally recognized author, speaiet,
lecturer on advanced peace making and medidtienry and practice. Mr. Noll is a
Fellow ofthe International Academy of Mediators, a Fellow of thaerican College of
Civil Trial Mediators, and omumerous national arbitration panels.
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CONFLICT MANAGEMENT
Introduction to Conflict:

Conflict is difficult to define, because it occurs in many défe settings. The essence of
conflict seems to be disagreement, contradiction, or incompatibility. Thus, CONFLICT
refers to any situation in which there are incompatible Goals, Cognitions, or Emotions
within or between individuals or groups that leadgpasition or antagonistic interaction.
The definition recognizes three basic types of conflict:

Goal conflict is situation in which desired end states or preferred outcomes appear to be
incompatible.

Cognitive Conflict is a situation in which ideas or thbts are inconsistent.

Affective Conflict is a situation in which feelings or emotions are incompatible; that is,
people literally become angry with one another.

Conflict is very common in organizational settings. This is not necessarily a negative
feature the resolution of conflict often leads to constructive problem solving.

Conflict exists in many forms other than the form that can result from competition, and
managers should understand the different ways of conflict resolution. Thus examines
conflict from a variety of viewpoints. It first considers the positive and negative aspects
of conflict. Next, it discusses the levels of conflict that can occur within organizations.
Finally, it identifies some of the basic strategies for managing conflict.

Levelsof Conflict

The five levels of conflict are intrapersonal (within an individual), interpersonal (between
individuals), intragroup (within a group), intergroup (between groups), and- intra
organizational (within organizations).

Intrapersonal Conflict

Intrapesonal Conflict, which occurs within an individual, often involves some form of
goal conflict or cognitive conflict. Goal conflict exists for individuals when their
behaviour will result in outcomes that are mutually exclusive or have compatible elements
(both positive and negative outcomes).

- Approachapproach conflict is a situation in which a person has a choice between two
or more alternatives with positive outcomes; for example, a person can choose between
two jobs that appear to be equally attractive

- Avoidance- avoidance conflict is a situation in which a person must choose between
two or more alternatives, and they all have negative outcomes. For example, employees
may be threatened with punishment in the form of demotion unless they do something
they dislike spend much time travelling on their job, for example.

- Approachavoidance conflict is a situation in which a person must decide whether to do
something that had both positive and negative outcomes, for example, being offered a
good job in &ad location.

Interpersonal Conflict o™

Interpersonal conflict involves two or more individuals rather than one individual. Tw
managers competing for the same promotion, two executives manoeuvring for a lar
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share of corporate capitaéxamples of conflicbetween individuals are legion and quite
familiar.

Reasons

1. Personality differences Some people have difficulty in getting along with each other.
This is purely a psychological problem and it has nothing to do with their job requirements
or formal ineractions.

2. Perceptions Varied backgrounds, experiences, education and training result in
individuals developing different perceptions of similar realities; te result being an
increase in the likelihood of interpersonal conflict.

3. Clashes of values am interests Conflict that so commonly develops between
engineering and manufacturing personnel shows how differences in values might underlie
conflict. Members of the engineering department might place a premium on quality,
sophisticated design and dudélgi while members of the manufacturing department
might value simplicity and low manufacturing costs.

4. Power and status differencesAs pointed out by Abraham Zalenznik "Organizations
are political structures”. They operate by distributing authoritysatithg a stage for the
exercise of power. Similarly status inconsistencies lead to conflict.

5. Scarce resourcelInterpersonal conflict is almost automatic anytime there is scarcity.
Conflicts over scarce resources are exceedingly common in organizatibese the
scarcity is absolute (the resource level cannot be enhanced) it is very difficult to manage
interpersonal conflicts. For example if three qualified individuals ie. for superior positions
in the organization and there is only one such positiberpersonal conflict may develop

to an unmanageable level.

Intragroup Conflict

A group experiencing intragroup conflict, may eventually resolve it, allowing the group
to reach a consensus. Or the group may not resolve the conflict, and the groupodiscussi
may end in disagreement among the members. A study of a large number of groups
engaged in business and governmental decision making, tried to identify some the
conditions that lead to (1) the successful resolution of conflict (consensus or (2) tiee failu

to resolve conflict (disagreement). This study showed that conflict within groups is not a
simple, single phenomenon. Instead, intragroup conflict seems to fall into two distinct
categories: (1) substantive conflict and (2) affective conflict.

Substantre conflict refers to conflict based on the nature of the task or to "content"” issues.
It is associated with intellectual disagreements among the group members. In contrast,
affective conflict derives primarily from the group's interpersonal relationss It
associated with emotional responses aroused during interpersonal clashes.

Inter -Group Conflict

An organization is a collection of individuals and groups. As the situation and
requirements demand, the individuals form various groups. The success of the
organization as a whole depends upon the harmonious relations among all interdependent
groups, even though some intergroup conflicts in organizations is inevitable. The idea.i
to study intergroup behaviours within an organization so that any conflict €an bO"J
recognized and dealt with by the management.
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Intra -Organizational Conflict

Four types of intraorganizational conflict exist: (1) vertical conflict (2) horizontal
conflict (3) linestaff conflict and (4) role conflict. Although these types of conflict ca
overlap, especially with role conflict, each has distinctive characteristics.

Vertical Conflict: Vertical conflict refers to any conflict between levels in an
organization; superiesubordinate conflict is one example. Vertical conflicts usually
arise beause superiors attempt to control subordinates and subordinates.

Horizontal Conflict: Horizontal Conflict refers to conflict between employees or
departments as the same hierarchical level in an organization.

Line-Staff Conflict: Most organizations havetadf departments to assist the line
departments.

The linestaff relationship frequently involves conflict. Staff managers and line managers
typically have different personal characteristics. Staff employees tend to have a higher
level of education, come dm different backgrounds, and are younger than line
employees. These different personal characteristics are frequently associated with
different values and beliefs, and the surfacing of these different values tends to create
conflict.

Role Conflict: A roleis the cluster of activities that others expect individuals to perform
in their position. A role frequently involves conflict.

Managing Conflict

Except in very few situations where the conflict can lead to competition and creativity so
that in such situains the conflict can be encouraged, in all other cases where conflict is
destructive in nature, it should be resolved as soon after it has developed as possible, but
all efforts should be made to prevent it from developing.

x  Preventing conflict. Some of tk preventive measures that the management can
take, according t&chein are:

a) Goal structure Goals should be clearly defined and the role and contribution of each
unit towards the organizational goal must be clearly identified. All units and the
individuals in these units must be aware of the importance of their role and such
importance must be fully recognized.

b) Reward Systemlhe compensation system should be such that it does not create
individual competition or conflict within the unit. It shoulde bappropriate and
proportionate to the group effort and reflect the degree of interdependence among units
where necessary.

c¢) Trust and communicatiomhe greater the trust among the members of unit, the more
honest and open the communication among theaidame. Individuals and units should

be encouraged to communicate openly with each other so that they can all understand
each other, understand each otherds prob

d) Co-ordination Co-ordination is the next step toroonunication. Properly cordinated
activity reduce conflict. Wherever there are problems horciination, a special liaison
office should be established to assist sucbrctination.
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x Resolving Behavioural Conflict

Various researchers have identified fprémary strategies for dealing with and reducing

the impact of behavioural conflict. Even though different authors have given different
terminology to describe these strategies, the basic content and approach of these strategies
remain the same. These are:

1. Ignoring the conflictIn certain situations, it may be advisable to take a passive role

and avoid it all together. From the manage

when getting involved in a situation would provoke further controversyhen conflict
i's so trivial i n nature that it would no
try to solve it. It could also be that the conflict is so fundamental to the position of the
parties involved that it may be best either to leawe them to solve it or to let events

take their own course. The parties involved in the conflict may themselves prefer to avoid
conflict, especially if they are emotionally upset by the tension and frustration created by
it. People may intrinsically believthat conflict is fundamentally evil and its final
consequences are never good. Thus people may try to get away from conflict causing
situations.

2. SmoothingSmoothing simply means covering up the conflict by appealing for the need
for unity rather tharaddressing the issue of conflict itself. An individual with internal
conflict may try to Acount his blessings
a conflict within the organization, the supervisor may try to calm things down by being
undestanding and supportive to both parties and appealing them-fgpezation. The
supervisor does not ignore or withdraw from the conflict nor does he try to address and
solve the conflict but expresses hdpe&® th
Since the problem is never addressed, the emotions may build up further and suddenly
explode. Thus smoothing provides only a temporary solution and conflict may resurface
again in the course of time. Smoothing is more sensitive approach than avoithat) i

as long as the parties agree that not showing conflict has more benefits than showing
conflicts, the conflict can be avoided.

3. CompromisingA compromise in the conflict is reached by balancing the demands of
the conflicting parties and bargainimga give and take position to reach a solution. Each
party gives up something and also gains something. The technique of conflict resolution
is very common in negotiations between the labour unions and management. It has
become customary for the unionask for more than what they are willing to accept and

for management to offer less than what they are willing to give in the initial stages. Then
through the process of negotiating and bargaining, mostly in the presence of arbitrators,
they reach a soluin by compromising. This type of compromise is known as integrative
bargaining in which both sides win in a way.

Compromising is a useful technique, particularly when two parties have relatively equal
power, thus no party can force its viewpoints on theioand the only solution is to
compromise. It is also useful when there are time constraints. If the problems are complex
and many faceted, and the time is limited to solve them, it might be in the interest of
conflicting parties to reach a compromise.

4.Forcing:As Webber puts it, Athe simplest co
the other party to force opponents to flee and give up the fightr s | ay t he &)
technique of domination where the dominator has the power and authoritptoeechis o
own views over the opposing conflicting party. This technique is potentially effective i
situations such as a president of a company firing a manager because he is consider%s
a troublemaker and conflict creator. This technique always epds one party being a o

t
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loser and the other party being a clear winner. Many professors in colleges and
universities have lost promotions and tenuredppointments because they could not get
along well with their respective chairpersons of the departnzentdhad conflicts with
them. This approach causes resentment and hostility and can backfire. Accordingly,
management must look for better alternatives, if these become available.

5.Problemsolving Thi s techniqgue invol veetogeekonf r
the best solution to the problem. This approach objectively assumes that in all
organizations, no matter how well they are managed, there will be differences of opinions
which must be resolved through discussions and respect for differing orewspin
general, this technique is very useful in resolving conflicts arising out of semantic
misunderstandings. It is not so effective in resolving-ocommmunicative types of
conflicts such as those that are based on differing value systems, wherne evena
intensify differences and disagreements. In the long run, however, it is better to solve
conflicts and take such preventive measures that would reduce the likelihood of such
conflicts surfacing again.

If there is a single contributory factor thatlge in reducing and eliminating negative
conflict, it is "trust”. Our ability to trust each other has great impact on our working lives,

on our family interactions and our achievement of personal and organizational goals. In
order to create trust and bagtworthy, it is necessary to avoid aggressive behaviours and

at the same time develop supportive behaviours where people are respected for what they
are or what they believe in and are treated equally without bias or prejudice. In case, a
conflict develop at any level, it should be resolved with mutual benefit in mind.

Reference

Don Hellriegel, John W.Slocum, Jr., and Richard W.Woodman, Organizational
Behaviour, 5th ed., West, St.Paul, Minn, 1989.

Luthans F, Organisational Behaviour, IRWIN/McGRAMVLL 1998.
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Day V (Afternoon) Ethical Leadership and Other Emerging Issues

Sessiorat-a-Glance

Session Plan Session Teaching Time
Structure Methods
Learning Obijective: Ethical dilemmas | Case studies and | 40 min.
To introduce participants discissions
ethical dilemma Ethical | Ethical decision
decision making and ethicy{ making and ethica| Lecture and 20min
theories.Also introduce somq theories. exercise
of the emerging issues.
Emerging issues i Video | 18 min
Resources required leadership
1 Projector and computer Video Il 22 min
9 Flipcharts, marker pens
f  PowerPoint Slides Video Il 35 min
f Discussions 15 min
150 min

InstructorQ Guide

The casestudiesas well as the discussion material are all on slides prepared for this
session andivenbelow. The facilitator could begin with any one of the case they are not
mentioned in any particular order. The case study, it is hoped will generate considerable
discussions where participants may subscribe to one or the opposite view. Theoiacilitat
needs to be particularly careful that he does not take any side irrespective of his values
and views. In fact, if necessary, the facilitator may choose to take a side that is unable to
put forth their views or a view that has not been explored by ttiieipants. Reaching a
conclusion on one side or the other as better/ more ethical approach should be avoided.
The facilitator should merely mention that participants may move on to the next case. All
cases need not be di sc ubgedwds te inttodueerthe T h
participants to ethical dilemmas and letting the participants explore their own decision
based on their own value judgement.

After the case studies, the participants could be introduced to the ethical theories. It should
be expained that the views taken by the participants fall within one or the other approach
to ethics. It should be emphasised that all behaviours exists and all approaches are
acceptable.

Once the facilitator has discussed ethical decision makghay comple the circle by
referring back to the cases and asking the participants to apply the model to those cases.

Subsequently, the videDan Ariely - Our buggy moral codemay be shown to the
participants; not necessary linking it to the earlier discussions.

Next tell the participants that you wish to introduce them to some new thinking and
research on human behaviour Show the videselinde Torres What it takes to be a

great leadeland ask them what insight they get here in terms of making choice and taking
decisions.

Finally show the vide®an Gilbert- The surprising science of happinessid ask what
insights wehave from the video.
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Prior to concluding, tell the participants that there are some additional videos that they
may watch on their own time.
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SLIDES

Ethics

It is not what we eat but what we digest that makes us strong;
not what we gain but what we save that makes us rich;
not what we read but what we remember that makes us learned; and

not what we profess but what we practice that gives us integrity.

Objectives

* Understanding ethical theories.
* Applying theories to Practice.
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Case Studies

The following cases are adopted from UPSC papers. They indicate some
situations that public servants are likely to face.

These case studies do not have any correct answer.

However, the tools we have discussed above would enable you to suggest a

course of action.

Please note that your opinion of the cases are in no way a judgement on who
you are as a person or upon your values. That is not the intended purpose.

Case Study

You are a no-nonsense, honest officer. You have been transferred to a remote
district to head a department that is notoripus for its inefficiency and callousness,
You find that the main cause of the poor state of affairs is the indiscipline of a
section of employees. They do not work themselves and alse disrupt the working
of others. You first warned the troublemakers o mend their ways or else face
disciplinary action. When the warning had little effect, you issued a show cause
notice to the ringleaders. As a retaliatory measure, these troublemakers instigated
a woman employee amongst them to file a complaint of sexual harassment against
you with the Women's Commission. The Commission promptly seeks your
explanation. The matter is also publicized in the media to embarrass you further,
Some of the options to handle this situation could be as follows :

{ij Give your explanation to the Commission and go soft on the disciplinary
action.

{u} Ignore the Commission and procesd firmly with the disciplinary action.

{iif} Brief your higher-ups, seek directions from them and act accordingly,

Suggest any other possible option(s). Evaluate all of them and suggest the best
course of action, giving your reasons for it. (250 words)
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Case Study

Rameshwar successfully cleared the prestigious civil services examination and was
excited about the opportunity that he would get through the civil services to serve
the country. However, soon after joining the services, he realized that things are not
as rosy as he had imagined.

He found a number of malpractices prevailing in the department assigned to him.
For example, funds under various schemes and grants were being misappropriated.
The official facilities were frequently being used for personal needs by the officers
and staff. After some time, he noticed that the process of recruiting the staff was
also not up to the mark. Prospective candidates were required to write an
examination in which a lot of cheating was going on. Some candidates were
provided external help in the examination. Rameshwar brought these incidents to
the notice of his seniors, However, he was advised to keep his eyes, sars and mouth
shut and ignore all these things which were taking place with the connivance of the
higher-ups. Rameshwar felt highly disillusioned and uncomfortable. He comes to
you seeking your advice.

Case Study

Suppose you are the CEO of a company that manufactures specialized electronic
equipment used by a government department. You have submitted your bid for the
supply of this equipment to the department. Both the quality and cost of your offer
are better than those of the competitors. Yet the concerned officer is demanding a
hefty bribe for approving the tender. Getting the order is important both for you and
for your company. Not getting the order would mean closing a preduction line. It
may also affect your own career, However, as a value-conscious person, you do not
want to give bribe,
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Case Study

A Public Information Officer has received an application under RTI Act. Having
gathered the information, the PIO discovers that the information pertains to some of
the decisions taken by him, which were found to be not altogether right. There were
other employees also who were party to these decisions. Disclosure of the
information is likely to lead to disciplinary action with possibility of punishment
against him as well as some of his colleagues. Non-disclosure or part disclosure or
camouflaged disclosure of information will result into lesser punishment or no
punishment.

The PIO is otherwise an honest and conscientious person but this particular
decision, on which the RT] application has been filed, turned out to be wrong. He
comes to you for advice.
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