Tricky Situations & Positive Relationships
Clerks Conference 
17 June 2010
Pam Langmead
Session Objectives

In this session, you will have the opportunity to consider and discuss:

· How to deal with some tricky situations - and people - on governing bodies  

· The essential art of developing positive relationships

· Support for clerks when the going gets tough

Programme

· Welcome, introductions and domestics
· Discussion

· How do you define a tricky situation?

· What characteristics do you find difficult in other people?

· Activity - Managing Tricky Situations

· Tips for managing and resolving conflict

· Building positive relationships in the workplace

· Support for clerks and governors
Further Development

The Resource Collection contains a range of books, videos and DIY training kits for governors to extend their knowledge. A complete catalogue for the Resource Collection is available at www.essexcc.gov.uk/governors.  To borrow items or for more information please call Governor Services on 01245 436374, or email Gov.Services@essexcc.gov.uk.  

Our homepage, at www.essexcc.gov.uk/governors has lots of useful information for clerks and governors.  Governornet, the DCSF (Department for Children, Schools and Families) site for governors, and Teachernet, the site for teachers, are also excellent resources for governors.  They can be found at: www.governornet.co.uk and www.teachernet.gov.uk
Our community of practice for governors  -  eGovernors  -  is a discussion forum and a place to find examples of good practice.  To join email: egovernors@essexcc.gov.uk

To book another course please phone us on 01245 436145, fax us on 01245 492765, email us on gov.services@essexcc.gov.uk or use our online booking system at www.essexcc.gov.uk/governors.  Please make sure you give us your name, the name of the school where you are a governor, the course title and date and a day time phone number.

The Five Outcomes for Children and Young People:

Being healthy; staying safe; enjoying and achieving; making a positive contribution; achieving economic well-being.
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• How do you define a tricky 

situation? 

• What characteristics do you find 

difficult in other people? 
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Activity 1 –

Managing Tricky Situations

• In a small group consider the tricky situation 

you have been given and discuss how best 

this might be handled by the clerk – what 

would you do or what would you advise the 

governors?

• Agree an immediate response to the problem, 

and learning points for the future.
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Why People Don't Participate 

in Appropriate Work Conflicts

• There are many reasons why people don't 

stand up for their beliefs and bring important 

differences to the table. (In organisations, this 

translates into people nodding in unison when 

the manager asks if the group agrees, but 

then complaining about the decision later.) 
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Why People Don't Participate in

Appropriate Work Conflicts

• Conflict is usually uncomfortable. Many 

people don't know how to participate in and 

manage work conflict in a positive way.

• In a poorly carried out conflict, people 

sometimes get hurt. They become defensive 

because they feel under attack personally. 

People have to work with certain people every 

single day, so they are afraid conflict will harm 

these necessary ongoing relationships.
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Tips for managing and 

resolving conflict

• Managing and resolving conflict requires 

emotional maturity, self-control, and empathy. 

It can be tricky, frustrating, and even 

frightening. 

• You can ensure that the process is as positive 

as possible by sticking to the following conflict 

resolution guidelines: 
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Tip 1 

Make the (work or personal) 

relationship your priority

• Maintaining and strengthening the 

relationship, rather than “winning” the 

argument, should always be your first priority. 

Be respectful of the other person and his or 

her viewpoint. 

• Say sorry if you need to!
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Tip 2 

Don’t let a problem fester

• Practicing personal courage is necessary if 

you want to really resolve conflicts at work. It 

is much easier and much safer to ignore the 

necessary conflict and play ostrich.

• Unresolved conflict does not go away; 

unresolved conflict will simmer and can boil 

over at any time.
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Tip 3 

Pick your battles

• Conflicts can be draining, so it’s important to 

consider whether the issue is really worthy of 

your time and energy. Maybe you don't want 

to surrender a parking space if you’ve been 

circling for 15 minutes. But if there are dozens 

of spots, arguing over a single space isn’t 

worth it.
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Tip 4 

Know when to let it go

• If you can’t come to an agreement, agree to 

disagree – and 

compromise

. It takes two 

people to keep an argument going. If a conflict 

is going nowhere, you can choose to 

disengage and move on.
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Building positive relationships in 

the workplace

• The truth is that in order to be 

successful, productive and less 

stressed, you need positive, 

supportive relationships at work.

• What do you think are the keys to 

developing positive relationships? 
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• Essex Governor Services   

• 01245 436318

www.essex.gov.uk/governors

• Essex Clerks’ Association 

www.essexclerks.org

• Governorline   08000 722 181

• Governornet    www.governornet.co.uk/

• ECC Human Resources helpline (subscribing 

schools)  01245 436120

•
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The objectives of the workshop were to give 

you the opportunity to consider and discuss:

• How to deal with some tricky situations - and 

people - on governing bodies  

• The essential art of developing positive 

relationships

• Support for clerks when the going gets tough


	


Ten Characters You'll Meet at a Governing Body Meeting
(with direct reference to an article by Craig Harrison)

In the Star Wars movie's famous bar scene you knew, by their appearance, what zany character was sitting beside you. Each character had a distinctive look. Yet, as a clerk starting with a governing body, you may have no idea about the group of characters who you’re working with.

That's because their normal outward appearances belie often troublesome behaviour. Want to learn more about the crazy cast of characters you're likely to encounter in your governing body meetings? Whether or not you're armed with a light saber, you'll nevertheless be better equipped to do battle with these often-destructive forces who subvert meetings with their bothersome behaviour. Learn more about ten dysfunctional characters you'll meet in governing body meetings.

Monopolizer
The Monopolizer thinks he or she is the only one with wisdom on various subjects at the meeting. The Monopolizer believes everyone else is there to hear him or her speak - and so they do - incessantly. They don't ever appreciate that meetings offer an opportunity to hear from many –particularly on a corporate governing body.
They prattle on and on, arrogantly acting as though their ideas or beliefs are inherently more important than those of other governors and staff. Sadly other people shy away from contributing, intimidated by the Monopolizer's stranglehold on the meeting.

When the Chair allows one governor to monopolize a meeting, it sends the message that their rudeness is sanctioned. The Chair, or even other governors, should indicate an interest in hearing from others in the meeting, to remind the Monopolizer that others can speak as well as listen.

Tangent Talker
The Tangent Talker hijacks the topic of the group by taking discussions off on tangents - topics unrelated to the issue at hand. One minute you're on topic and the next minute you're in "left field" as your agenda topic has been taken on a tangent. This is particularly infuriating for you as clerk!
Your Chair’s ability to recognize the tangent and refocus is essential to a productive meeting. "Let's remember to confine ourselves to the topic at hand" is a good way to get back on track. Alternately saying, "Let's try to avoid tangents" also labels such behaviour as contrary to the group's aims. As well, you can "park" extraneous items in a "parking lot" list where they're noted, if only to be addressed later.

Devil's Advocate
Let's face it, there's a Devil's Advocate in every crowd and in most governing bodies, too. This person seems to relish taking the opposite tack. Whatever the argument being put forth, this person delights in taking an opposing view.
It's sport for them, an exercise in opposition. The more unpopular the stance the more exciting they find the challenge. Often this governor begins by saying "just for the sake of argument - I believe the opposite is true." While there is value in looking at issues from multiple points of view and to avoid group think, the Devil's Advocate applies their technique to every issue, every argument and every conversation.

Hold on to your agenda and get comfortable. This could take a while. A Chair of Governors  can praise this person's ability to raise alternative issues. At the same time, the Chair must indicate its inappropriateness, given time parameters or previously agreed upon issues.

Cynic

The ultimate naysayer, the Cynic has a Masters degree in negativity. Adroit at using the phrase, "it won't work," they are skilled at deflating and defeating whatever motion is in motion. "Can't be done." "They'll never buy it." "We tried it once and it was a failure." Their motto: just say no.

Challenge cynical governors to think like the Devil's Advocate; suppose for a minute that the idea or project could work. Use a common conflict resolution tool and ask the Cynic to embrace the other side's point of view as if it were their own, and argue that side's position.

Fence Sitter
Known for their paralysis by analysis, Fence Sitters are unable to make decisions. Despite being in a deliberative governing body, they are conflicted by multiple arguments, and can't "pull the trigger" when it's time to make a decision in a meeting.

They provide fodder for the Devil's Advocate, the Cynic, and other characters with their ambivalence. Whether they are afraid of being wrong, or of disagreeing with someone else, or just going on record, they are a meeting monster for their inability to move the action forward.

Try to cajole the Fence Sitter into action. Remind them that they have a vote and were invited to use it. Ask them their opinions on matters to draw them out and get them on record.

Pandora's Box Opener
These meeting monsters just have to tackle issues that are emotional, touchy or are "hot buttons" for others in the meeting. In every governing body there are topics that are sure to strike a nerve, to provoke an emotional reaction or enter the group into a quagmire.
The Pandora's Box Openers lead the entire meeting into areas that provoke frustration, animosities, and often resentment too. Once this box is opened, it's hard to get the issues back into the box. Discussions of salaries, promotions or personal styles often stir up issues that hijack meetings. Even worse, some culprits reopen issues from earlier in the governing body meeting that have already been resolved.

The best cure: a firm "let's not go there" from the meeting's facilitator. Other phrases like "let's cross that bridge when we get there" or "that's a hornets’ nest we don't need to disturb" labels certain subjects out of bounds for the business meeting

Brown Noser
There could be a sycophant in many governing bodies. This governor is obsequious, bending over backwards to ingratiate himself or herself to the Head, the Chair or another power broker. They're so busy currying favour with others, they subvert whatever true feelings they have about issues.
This governor is seen by others to be in the pocket of the person to whom they're cow-towing. Ultimately they are seen for who they are and become predictable and not trusted. 

Try to elicit their ideas and preferences before asking others as a way of drawing them out.

Attacker
As children these people were bullies. Some still haven't grown up. The Attacker deftly mixes negativity with personal attacks, challenging others' ideas with vigour. Without regard to hurting others' feelings, the Attacker uses a confrontational style to object to others' ideas and go against the flow. Sadly, sometimes they don't even realize they're attacking.
A good facilitator can refocus the Attacker to be positive, to remove the sting from their words and avoid an adversarial approach. All meeting participants are entitled to stop the meeting when attacked personally. Ad hominem attacks are attacks against one's person. People can criticize your actions or beliefs, but you don't have to tolerate attacks against who you are as a person.

Joker
Don't let the Joker's good nature fool you, Jokers can be meeting monsters. Their constant joking has the effect of diminishing others' serious ideas or suggestions. Their infusion of humour can belittle others' motions and makes it difficult for some to be taken seriously.
There is a time and place for joking. While we all like a good laugh, constant joking disrupts a meeting and distracts attention from where it should be.

A Chair of Governors can designate several minutes at the start or middle of a business meeting specifically for humour. When it crops up elsewhere and is deemed disruptive, the leader can remind people that the time for humour is passed or forthcoming, so as to control it.

Robots
Yep, these meeting monsters are actually cell phones, pagers, personal digital assistants (PDAs), and laptop computers. Each distracts their owner and others, too, as they intrude upon participants' attention spans during business meetings.
A good governing body will create ground rules or expectations for meetings, including turning off these gadgets at their outset. It's hard to compete with human distractions, let alone electronic ones as well.

As you can see, governing body meetings are full of characters. Study participant behaviour in meetings, including your own behaviour, to better understand your style of interaction. The character of your governing body meetings will surely be affected by the characters in your meeting. May the force be with you!
Activity 

Consider one (or two) of the following situations and discuss in groups how best these might be handled by the clerk or what advice you would give the governors.
	Scenario 1

	The headteacher frequently changes the minutes of meetings to reflect action that she has taken since the meeting.

The Chair of Governors, on the other hand, rarely gets back to you when you send minutes to be cleared and you are frustrated by having to delay the distribution process. 

What should you do?


	Scenario 2

	You clerk just the governing body meetings at a school, whilst the numerous committee meetings are clerked by an ever changing assortment of governors. Frequently the minutes are late (if they are produced at all) and many are not of very good quality if and when they do turn up!

You are aware that the school is due both an Ofsted inspection and a FMSiS assessment.  

What would you advise the governors?


	Scenario 3

	At every meeting you are driven mad by a small number of governors who hold competing conversations. This is extremely distracting for everyone and makes it very difficult to follow the discussion at the meeting and take effective minutes. What should you do?


	Scenario 4

	The annual ratification of the budget plan is the responsibility of the full Governing Body at Morewick Primary. At the meeting this year the governors received no paperwork in advance of the meeting – it was explained that the notification of the delegated budget was late – and there are some contentious decisions on the plan.

However, the headteacher assures governors that everything is fine, and it is important that the annual budget is ratified at the meeting.
What would you advise the governors?


	Scenario 5

	The governing body has just elected Mr Right as Chair of Governors for a two year term of office at their autumn term meeting. After the meeting you notify Governor Services of his appointment, but whilst updating the membership list you realise his term of office runs out at the end of the month! 

What should you do?  


Communication

Communication is a two way process. The dictionary definition gives us the key: 

“To convey one’s thoughts, feelings etc, successfully; to gain understanding or sympathy”    (Oxford dictionary)

To be an effective communicator therefore, we need to be able to both give and receive information.

Ways in which you might work on your skills for communicating with others

	Giving information

	Receiving information

	· Are you really clear about what you want to say and why you want to 

            say it?
	· Think about how well you listen to all the stakeholders- are you prepared to give them the appropriate amount of time?



	· Have you thought about testing your ideas with friends?

	· Is your body language receptive – do you make eye contact?

	· Are you creating the right environment in which to give your message/ the information?

	· Do you show others that you have listened and understood there point of view? Do you trust them?

	· Are you using vocabulary appropriate to your listeners?

	· Do you reflect back and summarise what you have heard?

	· Take time to think through a variety of responsibilities that your communication may generate and be prepared with some answers – anticipate conflict

	· Does your listening lead to actions where appropriate? Do you share ideas / expertise?

	· Are you conscious of the impact you are making?

	· Are you prepared to question after listening – in a positive manner?

	· Are you sure that you can be heard?

	· Do you interrupt? Is this helpful?

	· Consider the timing of your contributions/communication. Analyse occasions when you fail to succeed in making the point effectively 

	· Do you use accurate words to describe your feelings and express empathy?



	· Is your body language appropriate or do you have mannerisms that inhibit effective communication? – ask a friend to give you feedback

	· Are your feelings based on facts/evidence/ perceptions? – is this important to your understanding?

	· Think about how you use written communication to demonstrate that you understand the points of views of the stakeholders. Use examples to help you decided what makes your communication effective 

	· Would your understanding be improved by consulting more widely – are you prepared to negotiate a timescale for receiving further information?

	· Watch people who are good communicators. What techniques do they use that you might be prepared and able to adopt?
	· Try to use ‘open’ questions to explore the thoughts and feelings of the communicator 




Building and Sustaining Positive Relationships in the Workplace
by Gail Solish

Bottom of Form

It’s Monday morning and you’ve only been at the office for a couple of hours. The phone has not stopped ringing, you’ve barely made a dent in your emails, there is a project deadline looming, a team meeting to lead and your boss is concerned and hassling you about the project outcome. Does any of this sound familiar to you? Does it feel overwhelming?

The truth is that in order to be successful, productive and less stressed, you need positive, supportive relationships at work. Here are the 7 keys to developing them.

1. Foster a willingness to listen. 
Good listening skills are necessary in order to succeed in establishing good relationships with managers, colleagues, and employees. While talking less and listening more can be a challenge at times, it’s important to suspend your own needs and reactions in order "hear" what another person is saying.

2. Promote a willingness to work collaboratively
 Collaboration or "working together" is an extremely important team concept. This means noticing and responding to the comments and requests of others. Each member of the team has value and a role to plays o if one or two team members attempt to be "in charge" and view themselves as more valuable, the effectiveness of the whole team may be greatly reduced.

3. Endeavour to be respectful. 
The old adage "you catch more flies with honey than vinegar" holds true. Showing respect to others, even if they are unpleasant and rude, exhibits a strong sense of self.

4. Respond in a timely fashion. 
Evaluate how timely you are in responding to others. Remember, your response may affect decisions or someone else’s ability to complete projects. When you let someone know you have received their message but don’t have the data they require, at least they know you aren’t ignoring them. Often much time, energy and frustration is expended because people don’t acknowledge a message or request.

5. Find a mentor. 
A mentor understands the company culture, how decisions are made and office protocol. Your mentor is willing to answer your questions, share their wisdom and challenge you. Developing a relationship with a mentor can help you transition into a company, a new department or a different job. Having a mentor can help you manage and thrive in a competitive environment.

6. Eliminate the negativity. 
Examine your behaviour to be sure that you’re not a chronic complainer who never has anything positive to say, the boss who yells at employees under the guise of motivating them, or the person who always blames others for their problems. You’ll also want to limit contact with these toxic influences as much as possible.

7. Surround yourself with supportive people. 
People who value, encourage and support you are invaluable both in the workplace and in your personal life. They help you problem solve and deal with the challenges you encounter. They encourage you even while asking tough questions. They don’t always agree with you but rather are with you through "thick and thin". Identify the supportive people in your life and let them know how much you appreciate them.

Evaluate your work environment and ask yourself: What kind of relationships do I want and need?

Copyright © 2005 by Gail Solish. All rights reserved.

What Next?

We hope that you enjoy this workshop and that you will be able to take away ideas that will help you, your governing body and your school in the future.  Please use this sheet to record what you plan to do as a result of this session.   It could form the basis of your report back to your governing body. 

Workshop: Tricky Situations & Positive Relationships
Name:

                                           

	Action I am going to take:



	Questions I am going to ask my governing body:



	Action my governing body needs to take:
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Quick discussion

		How do you define a tricky situation? 

		What characteristics do you find difficult in other people? 





Two flipcharts up – lots of post its



Tricky situation

Difficult person
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Why People Don't Participate in Appropriate Work Conflicts

		Conflict is usually uncomfortable. Many people don't know how to participate in and manage work conflict in a positive way.

		In a poorly carried out conflict, people sometimes get hurt. They become defensive because they feel under attack personally. People have to work with certain people every single day, so they are afraid conflict will harm these necessary ongoing relationships.
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