Training
 Challenging and Confronting Programme

One Day Lesson Plan
Number of participants should be restricted to circa 18 people.

Introduction
Equality is as important as Health & Safety, and getting it right is fundamental to delivering a service without prejudice or discrimination.
Every interaction between to individuals contains the potential for conflict which increases with differences between groups.

In some instances differences in values and beliefs creates additional burdens on the management of relationships between people. Ineffective management of difference leads to more experience of conflicts in working relationships. The following lesson plan outlines how employee relationships can be improved within the workplace in a multi-cultural environment and could be used as part of the induction process for the promotion of respect for difference in a diverse workforce and to manage potential for conflict caused by diversity within the workplace.
The Aims and Objectives 

· Delegates will have an understanding of Diversity and why the management of difference is important in a multi-cultural society and workplace.

· Delegates will have an understanding of why the ‘business case’ for diversity
· Delegates will have an understanding of how to challenge inappropriate conduct in the workplace
The trainer introduces them self and provides a very brief gestalt (overview) of the content of the day – reassuring the attendees that this an opportunity to share experiences, examine vital issues and develop their understanding – not to be ‘jumped on at every opportunity’. The programme is about ‘Professional Conduct’ and not ‘Political Correctness’ 

Introduction of delegates and trainer(s)
This exercise simply involves asking each delegate, in turn, to introduce themselves by re-cap name, and 3 things that are important to them at this moment in time, (Possession, Past time, Previous Experience, Principal, Passion, Person or Place) 

What is important to you? 

Divide the delegates into small groups to answer 2 questions:

1. List 3 things that annoy or irritate you about other people at work.

2. List 3 things that are important to you or traits that you value.

Learning outcome from this exercise highlight what is acceptable behaviour and what is unacceptable behaviour, how you hide and if your values are challenged and what manifests itself as a minor annoyance.

Conflict Pyramid

Talk through the Conflict pyramid and ask the group to come with examples of their 3 things that annoy or irritate that would be minor irritation, potential conflict or major crisis and strategies for dealing with them.

The Levels of Conflict
Conflicts ebb and flow throughout daily encounters.  Some are hardly noticeable, whilst others grow into intense disputes that can end in tragedy.  The severity of conflict can be divided into three levels: Minor Irritation; Potential Conflict and Major Crises.  It is important to use the right strategy for each level.

To deal with a ‘Minor Irritation’ in the same manner as a Major Crisis would be counterproductive.  The response must be proportionate to the offending behaviour. 
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Frequency of occurrence 
Most minor irritations can be resolved using assertive behaviour and do not usually require more formal resolutions.

Minor Irritation
Are those conflicts that are little more than a minor annoyance.  They are often unintentional and usually unwitting, (A ‘genuine’  mistake) It is difficult to imagine a day spent with people free of minor annoyances.  Minor irritation rarely pose a threat to a relationship, but have the potential to do so if they are allowed to accumulate and go unchallenged as they eventually lead towards conflict.

Strategy

These minor annoyances can probably be handled by assertion of your wishes.  Such as a colleague who constantly borrows your equipment?  This conduct may cause minor irritation especially if the relationship is generally a good one in all other aspects.
However, these minor infringements have the potential to escalate into potential conflict or a major crisis if they are poorly handled and persist over a period of time.

A simple strategy is to be assertive and refrain from using aggressive or submissive behaviour.  Such behaviour antagonises other people and prevents effective communication which is a key element to reduce misunderstanding between people. 

Understanding Assertion
It is important to understand the differences between being Submissive, Assertive and Aggressive.

Submissive
People who are submissive generally demonstrate a lack of respect for themselves, their needs and rights.  A submissive person does not express their feelings, needs, values and worries and will also allow others to ignore their needs.

Assertive
People who are assertive will utilise methods of communication, which allows them to maintain their self-respect and satisfaction of their needs, without abuse or domination of others.  Assertive people will stand up for their rights and express their values, needs, concerns and ideas in direct and appropriate ways.  They do not violate the needs of others in the process of meeting their own needs.

Aggressive
Those who portray aggressive behaviour are often judgemental and also adopt an aggressive style of behaviour.  They have a belief that what others want is of lesser importance or of no importance at all.  An aggressive person will express their feelings, needs and ideas at the expense of others and have a strong need to control situations and/or people.

Get the delegates to think about where they are in terms of being submissive, assertive or aggressive when dealing with conflict or challenging inappropriate behaviour.

Transactional Analysis

Talk the group through the TA process.  This is a useful model of communication.  The theory is that at various times, individuals behave in several distinctly different ways identifiable through clusters of behaviour.  These clusters of behaviour are terms as ego states and are identified as Parent, Adult, Child.

Parent ego state: 

· Contains patterns of behaviour from significant authority figures (primarily parents) including values and morals, our ideas of right and wrong, good and bad.

· Has two sides to it:

1. The Critical Parent (CP) – “You shouldn’t” “How dare you”

2. The Nurturing Parent (NP) – “I’ll take care of you” “Well done”

· Typical tome of voice could be stern, condescending (CP) or caring, sympathetic (NP)

· Often these characteristics are the same as those of our actual parents.

Adult ego state:
· Is the clear thinking, rational, analytical way of dealing with the reality of the present.

· In the Adult ego state the individual is commonly problem solving or dealing with information in some way

Child ego state:
· Does not mean behaving childishly but is concerned with behaviour and feelings as they were experience in childhood

· The Natural Child (or Free Child) is spontaneous, fun loving, uninhibited

· But as the constraints of dealing with others (particularly authority figures such as parents) take effect the Adapted Child emerges

· Typical characteristics of adapted child are pleading please, sorry, I’ll try hard; whining voice or mumbling, perhaps taunting, argumentative or manipulative; polite, spiteful; looking away/down.

Challenging Behaviour

Explain how the use of appropriate measures which are proportionate to the issues being challenged can reduce disorientation and make situations easier to manage.

Example:
Issue

A registrar with strong religious beliefs who refuse to participate in a civil partnership ( a ceremony similar to marriage involving two same sex partners) as this conflicts with their personal religious values and beliefs.

Solution

The manager places them on alternative duties wherever possible when another registrar is available to perform the ceremony. 

Take the group through the continuum Aggressive – Assertiveness – Submissive. 

Giving examples for each area.

Aggressive:

When you spoke to me at the meeting yesterday you may not have realised but you swore at me. You had better watch your mouth in future meetings because I wont put up with it again.

Assertive:

At yesterdays meeting you may not have realised that you swore at me. I don’t like people swearing especially at me as I find it offensive. So I would appreciate it if you did not swear at me again in the future as I find that unacceptable. 

Submissive:
I agree with you that I can be a stupid bitch at times.
Talk the group through this model and ensure that they understand that when they make an intervention it will be made using the organisational values and not their own. 

This could come from suspending our personal values and working from our Organisational Values, knowing that the organisation values, systems and procedures are not being met.  As an individual we know what is the right thing to do and what is the wrong thing to do, but the organisation must come first in business, therefore systems, procedures, guideline, policies must be robust and adhered to.

One way to ensure that procedures and systems are being utilised by all is to have a checklist for Employees and Employers adhere to, this can then be used as evidence if there is unacceptable behaviour from the employer.  Also devising a checklist for 12 week reviews, to ensure that the Employees needs are being met and that they are right for the Employer, both the employee and employers needs need to be met and if there are any problems then this can be picked up and actioned, so by the next review any training, needs or queries have been met and are evidenced of what the outcome was.  

All systems/procedures/processes are there to provide employees with the possible chance of success, but by not following corporate polices and procedures equality legislation can easily be breached and develop into issues.  If we don’t follow procedure/systems/processes either at all or properly what are the implications?
In many instances managers do not challenge inappropriate conduct within their teams. This can lead to destruction of team morale, decreased productivity. In some instances some people juts leave a job in others they may self harm or harm colleagues when reaching the point of ‘no return’ when they simply cannot take bullying or harassment any longer  

Divide delegates into small groups and ask them to write up answers on a flip chart, for:

a) The Learner

b) The Organisation

From the Organisations perspective – link this to the Task Process and Structure model for change management.  

Task – Stated standards of Behaviour through Systems, Processes, procedures, policies, Mission Statements etc.  This is above the surface, as it is observable and can be measured and monitored.

Process – How individuals feel about the task/People – Learners/Employers feelings and thoughts. This is personal choice, behaviour and comments based on individual values, beliefs, attitudes. How people feel about the task, whether the task can be implemented and adhered to.  

Structure – The informal culture of the organisation or the department. This is the unwritten rules, standards of behaviour and rules of inclusions or exclusions.  ““This is the way we have always done things around here!”  There are two elements of this culture –Arena 1 is the standard re-occuring practices region – where “This is the way we do things around here!” the rules are not written down but everyone knows what is expected of them and what is acceptable behaviour – The unwritten code of conduct and behaviour.  Arena 2 – Maintenance region – the unwritten rules of inclusion or exclusion,  The sanctions for not complying with the Standard Re-Occuring Practices.  The pressure to be in the group which is negative and inappropriate often organisational culture.

The model is useful in understanding the importance of challenging inappropriate behaviour as it will strengthen the positive region of Arena 2 `maintenance region’ aspect while weakening the negative influence.  Failure to challenge and set a role model example clearly strengthens the inappropriate aspect of negative culture and accepted behaviour.

Remember PC stands for Professional Competence not political correctness, therefore PC includes taking responsibility for proactively resolving issues, being perfective about picking up signals.  It is the Trainers responsibility to pick up on learners signals i.e if the Learner becomes withdrawn, complacent etc..

When we talk about challenging unacceptable behaviour, we are also looking at how to manage the challenging process;

3 step approach

Explain to the group the 3 step approach to being assertive.

(Get the group to give a straightforward issue that can be used, e.g. someone’s abruptness). Then ask them to state in 3 sentences exactly what they would say when making an intervention.

1. State the BEHAVIOUR
(Bad language, time keeping, shouting, invasion of personal space)

“When you …………………..”
(Make sure you have proof, evidence, examples, be specific)

2. State the IMPACT/ EFFECT
(Offensive, trigger/ snowball effect, can’t do core business, angry, inappropriate in the workplace, bad P.R., effect on the team morale, embarrassed, unprofessional, uncomfortable, increase the workload for colleagues)

“……….it has………..on me/ us/ the team…..”

3. State the ACTION/ OUTCOME

“…..we will review your recent application for promotion according to your progress…”

Point out this is to deal with issues in the here and now.  To stop something or start it not to resolve issues.  (That is conflict resolution).

Link the Conflict Pyramid to Allports;

Manifestation of prejudice – Allports Scale

Deliver the model talking through different examples to ensure the delegates understand the model.  









































































































































































































Use an appropriate case study to demonstrate understanding. (A specific case study should be written around an issue that relates to the organisation or the department where the programme is to be used)
From the first level of Allports scale, we need to constantly question ourselves in what we are buying into, when dealing with others to avoid acts of discrimination, even when carried out unwittingly and or perhaps in the belief that our actions are correct.  When we talk about anti-locution (Bad mouthing) there are three main levels of inappropriate language:

Clumsy



Inappropriate


Unacceptable

Educate



Challenge


Confront Formally

Clumsy

This is often the clumsy use of language which we have historically learned but as society has developed we now know is not the most appropriate word.  At this stage the individuals often only require education or having the effect explained to them.

Inappropriate 

The language or behaviour which is often seen as ‘banter’ or ‘joking’ where the individual may know/suspect it is inappropriate but do not intend to offend.  This requires more of a management intervention which may result in recording of the incident even though resolved locally and at the time.

Unacceptable

The language or behaviour is unacceptable to the organisation based on its internal standards and policies, or against legislation or unacceptable to any individual.  This is a breach of organisational standards and is such that the matter must be dealt with formally and recorded.

It is important that we understand the types of behaviour/language in order that we can make an appropriate and proportionate intervention. 

A Racist is defined by the intent of the perpetrator. Racism is defined by the impact on the individual and from their perspective.  This highlights unwitting racism as we may not realise we are causing offence.  Make links to Sexist/sexism etc.

When and Where to Challenge

This is the most common concern expressed by managers.  The ‘rule’ to apply is if the person makes the inappropriate comment or behaviour in public then you should challenge it and deal with it in public.  This re-enforces not only your commitment to Equality and Diversity but also clearly sends out the message that IMDI will not to tolerate inappropriate behaviour.  However, if the information comes to you privately then deal with the issue privately.  The circumstances of personal or welfare issues should of course always be dealt with in confidence.
Responses to Dominance



Negotiate (win/win)



Power (win/lose)


Withdraw

Acquiesce

Resist


(Avoidance)

(Diffusion)

(Confrontation)

Withdraw/Avoidance:  Doing nothing – not using/following systems and procedures effectively

Acquiesce/Diffusion: A temporary/short term solution (could be an option when gathering evidence).  Diffusing a situation – Having a quick word, Victim Focus (Move the victim which ultimately leads to not dealing with the issue)

Resist/Confrontation: Confront the issue via negotiation using the 3 step approach, or using Power (If you learner uses inappropriate language you may have to use authority in order to confront a matter.  However using power can cause a breakdown in working relationship is it is perceived as abuse of power – win/lose)

Negotiate: Conflict is best dealt with by confronting the issue with effective negotiation according to the five steps (CUDSA) to achieve the outcome of win/win.

This stage requires the use of a Conflict Resolution Strategy = CUDSA.

KonfliktLosningsstrategi
This is a systematic approach to managing conflicts (clashes).  Its five steps are:

1.
Confront the conflict.

2.
Understand the other’s position.

3.
Define the problem(s).

4.
Search for and evaluate alternative solutions.

5.
Agree upon and implement the best solution.

To underpin the knowledge of how to challenge/confront unacceptable behaviour, it is wise to understand the feelings of the learners.  The Adult learning cycle demonstrates how a learner who is within their comfort box, is given information that will bring them into the Disorientation stage (it may be information regarding inappropriate behaviour/language), it is the job of the trainers to help the learner through the Exploration stage (help the learner to understand the effect of their behaviour) and bring them into the Re-Orientation stage, where the learner will have understood the rules set by the trainer.  This model is equally important for any learner, when they are introduced to new ideas or training.
Adult Learning Cycle

Disconfromational 

Information










Note: Feedback is necessary to stop individuals ‘taking a short cut’ back to equilibrium without learning from the experience.

Equality
By understanding what you find acceptable/unacceptable, Equality will begin to become the foundation to any organisation, to training and for staff and the service you provide.

Divide the delegates into two teams and give them the task of writing a definition of the Equality.

E – Equal opportunities

Q – Quality

U – Unique individuals/service/ Understanding

A – Acceptable Behaviour/Attitude

L – Learners needs

I – Inclusion

T – Training Needs/Treatment according to needs

Y – Your achievements/ your self respect.
Get the group to debrief their ideas and mark their answers on a flip chart.

Having the an understanding of where you are, what you want from your organisation, from your learners and from your colleagues, you will start to gain confidence in challenging inappropriate behaviour and confront issues that have been seen as sensitive.  

Final Exercise:  Small group exercise – 5 minute presentation.  Each group must give a presentation on selling the Equality Message.  The delegates can be as creative as they like and use any resources available to them.  This exercise should be light and fun.  The learning outcome – Delegates will gain more confidence in this subject and will be able to use their knowledge in their class when addressing Equality Issues or implementing Equality within their training sessions.

Please note that this work is subject to intellectual copywrite and cannot be used without prior written consent






Major Crisis





Potential Conflict








Minor irritation





Severity of conflict








Long term sick, resign, sacked, transfer, early retirement, 








Public humiliation, things go missing, encroaching on personal space





Excluded, humour at someone else’s expense, shared /exclusionary conversation





Mental, unfair workload, lack of info, substandard equipment, over or lack of supervision, putting people down. You are only a ....





Criticism, assumptions, name calling, nicknames, gossip based on half truths (especially if someone here has a vested interest)





Subtle Aggression


Threats & intimidation





Avoidance





Discrimination





Physical Attack





Extermination





Anti-locution





The five steps of this framework frequently overlap.





Step, 2 is where the 3 common responses occur.  1. Hostility    2. Lack of Confidence 


 3. Withdrawal 





2. Disorientation





1. Equilibrium





Feedback








3. Exploration





4. Re-orientation
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