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Dealing with Difficult Personalities in the Workplace

Capital Club

Participants: Chuck Berg, Bruce Peetz, Matt Foley, Leonid Grossman, Bill Grosso

Guests: Victor Kolesnichenko, Peter Hallinan, Abe Ghanbari, Stewart Kelly Sidestep, Sam Hahn

Facilitators: Stephen McHenry, Al Pappas, Lee Weimer 

Speaker: Dr. Marilyn Manning

· Introductions and Backgrounds

· Marilyn Manning: Sticky, Difficult Conflicts

· Style Assessments like Myers Briggs limited if not applied to customers, etc as well as employees
· Best way to learn to tackle problems is to look at particular cases, scenarios
Q – What is most common challenge with tech people?

A – the Analytical style with lack of soft skills: selling, getting along, etc.; the lack of diversity in styles
Marilyn – Conflict Resolution Model

· Diagnose  > 80%

· Plan

· Sessions – 10%

· Follow-Up – 10%

Scenario One: Stephen McHenry

· Problem person: gruff, non-cooperative, tenacious, in you face

· Falsified resume, never finishes work, cheap, lies

· Marilyn – a “bulldog”

Diagnosis

· Ask: Is this a pattern of behavior or occasional?

· How much is the behavior impacting others? What does it cost in productivity? Morale?

· What is this person’s value to the organization? Worth keeping?

· Is the problem person self-motivated to fix the problem?

Q – What if perceptions by evaluators differ?

A – Steps build the case

Q – How long was the person there?

A – Year and a half; the President did not want to lose “momentum” as he was the Sales VP

Marilyn: What might some of Steve’s options be?

A – “We” always think we are right Maybe there might be room for compromise

A – Legitimate to go to Board?

A – Sounds like “fragile ego;” find steps to turn him around? (like peer pressure? Intervention?)

· Marilyn:

·  can you see from problem person’s view?

· Peer pressure good; use strategic goal setting to hold accountable

· Team can replace CEO and Board as leaders (glory and shame as tools)

· Data does convincing then instead of people doing the tough job

Q – What do you do with a “filibusterer?”

A – Designate a facilitator, (rotates; no permanent “bad guy”) and other good management practices

Marilyn: What are case Takeaways?

· People need boundaries

· Freedon with a framework

· How you run a meeting is how you run your company

Follow-Up

· Must be built in as part of framework or problem won’t stay solved
· Check back periodically
· Reinforce good patterns, behavior
· Often comes down to your values and ethics
Scenario 2: Chuck B

· Covers butt 
· Says inexperienced but hates challenges; defensive
· Argues even with boss; loud
Diagnosis

· Bossy perfectionist
· Any chance he is right? Ever happen before?
· Might there be another role for him?
Marilyn: using the DISC personality analysis tool, see that both Analytics and Dominants focus on data and facts; might be able to build a bridge with that

Plan

· if X then (we need to help him) X or
· if could change one thing (with greatest impact) it would be X
· architecture committee that acts as peer group
· Redefine perfection!

Scenario 3: Matt Foley

· VP Sales

· Sets up exploitative relationships; effective at office politics

· Divides and conquers

· Had key relationship with CEO

Diagnosis

· Dominant

Plan

· Befriend VP of Sales

· Have engineering as source of more than just “problems”

· Commiserate with or control source of information

· Find ways to acknowledge (especially if actually good)
What actually happened:

· Able to demonstrate that what he said was not true

· Turned tables and used same techniques against him

Marilyn: 

· “bullies” often do not perceive themselves to be that way

· “Impatience” may be a diagnosis they would listen to

· Must be paid attention to: “bullying” is basis for a lawsuit on “hostile work environment”

Q – What are the ends of the spectrum on these various characteristics? The extremes?

A – Diagnoses discussed assume employee is “normal;” an employer can insist on a “fitness for duty” test and a consultant, (like Marilyn) can advise if thinks real personality disorder. A consultation with an expert in handling that disorder might be only solution

Scenario 4: Peter

· Marketing/CTO employees could not work together because CTO could not appreciate the Marketing person’s skills

· Both are brilliant

· Talked explicitly to both about problem

· Couldn’t figure out how to get someone to appreciate someone different from themselves

Diagnosis Questions:

Q – Any respect for diversity?

A – Yes but didn’t seem to be anywhere to go with this; tried to figure out how to “mature”

Q – Since the CTO respected any intimate level of knowledge, would he be open to immersing self in sales so as to better understand challenges?

Plan:

· Immersion would seem to have possibilities: there are “Big Deal” courses on closing sales and techniques; they emphasize relationship building and problem solving processes

· Say if they don’t work out X will happen

· Demonstrate not that different except for different “time horizons?”

· Bring in a 4th person? 4 points more stable than 3? 

Comment:  Sales always think Engineering is the way out of any problem!

Marilyn: 

· Will be happy to diagnose other problem co-workers if email description to her

· Use Communication Quick Guide with hand-outs

· Best way to use “Quick Guide:

· Listen, Be quiet or

· Take Time Out        >Tell people what you Actually need; be sure you know

· Also wrote: Developing As a Professional booklet

Discussion of Other Problems:

Q – Anyone here of Emotional Intelligence?

A – From Daniel Goldman book by same name:

· IQ vs EQ emphasizes empathy, listening

· See Communication Quick Guide

Wrap Up

· Description of CoP: website, fees, etc

· Topics suggested, possible speakers

· Request for Hosts; suggestions for speakers

· Feb 3rd: Kimberly Wiefling or Kent Beck (on Extreme Programming/Agile)

