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Onward Maritime Leadership Workshop

Prepared for Tidewater Inc. 2013

2 day workshop where 16 contact hours will be devoted the stated learning objectives.  General
Introspection and discussions with peers will allow a focus on the individual’s current and desired
leadership skills.  Sharing experiences openly, reviewing and accepting standards and a plan for

the individual leader’s future will be considered.

Learning Objectives: By the end of the workshop the participants will be able to define:

 Qualities of a good leader
 Their own communication and leadership style
 The value of a team; tactics and strategies in team building
 Areas of personal improvement

Welcome

Module 1: What is Maritime Leadership and why do we need it?

 Your Role as a Strategic Partner at Tidewater
 Challenges which Tidewater Professionals Meet
 Tidewater Vessels as a Profit Center (every young hand is an asset)
 Growth, Retrenchment, Stability, Diversification

Tally Book Exercise

 Write down 5 qualities of a good leader
o What qualities are the same throughout the class, which are different?
o Is there consensus regarding what a good leader is?

 Example: Professional sports coach who is a failure with one team, is fired only
to become a success with another?

o How does the definition of a good leader change when viewed the through lens of
multi-cultural crews with multi-cultural values?

Module 2: Onward Leadership Assessment

 What is your personal style of leadership?
o How do you manage conflict
o What is your preferred style of communication
o What are some typical roadblocks that your style may encounter with other styles?

 What is your cultural background?



o Ethnocentrism and other pitfalls for leaders
o Cultural awareness & Intercultural communication

 Participant self-presentation of their leadership style

Stranded on the Moon Exercise *Link to Exercise

 How does your list relate to your leadership style?
 Can different styles achieve the same objective?

Module 3: Organizational Culture Exercise

For this assignment you should think back through the organizations in which you have played a part.
Many of these will be companies that employed you, such as Tidewater; however, don't overlook other
organizations including sports teams, churches, clubs, and perhaps even your family.

From all these experiences, choose one organization whose culture was either very good or very bad
(from your perspective as a member). Context: What type of organization was it and what was the
situation in which it existed?

 Role: What was your position or involvement?
 Culture:

o Was it positive or negative?
o Describe specific aspects of the culture. Were they healthy or dysfunctional?
o Explain why these were helpful or harmful.

 Brief summary: Class Presentations
o If you choose a dysfunctional culture, provide specific suggestions for ways the

organization might improve. Avoid general statements such as "be nicer."
o If you choose a healthy organization, note specific aspects of the culture which are

beneficial, then assess whether these elements would be useful in general (i.e., they
would work well in virtually any organization) or whether they are unique or specific to
this particular organization.

 Class discussion over how we can affect the Organizational Culture of Tidewater.
o Enacting positive corporate climate.

Module 4: Leadership

In this module we will be looking at two related topics. Our first topic, Leadership, is among the most
popular topics of studies today. Countless organizations hire consultants each year to train their
employees on how to lead more effectively. The business section at the public library bulges with books
on "How to lead like..." You can fill in the blank here with everyone from Jesus Christ to Ghengis Khan.
Numerous leadership theories exist, including those focusing on leader traits. Others look at leader
behaviors, and still others analyze the 'fit' between a leader and a given situation.

 Review of Personal Leadership Styles from Onward Assessment



For many years it was believed that leadership ability was something you were born with, and that
leaders all had a similar physical appearance. The belief was that leaders were usually tall, male, and
white—at least in the U.S.

 The clip linked below is one in which Sean Connery plays a very convincing leader, one born with
the looks and personality. In this module we'll see why these trait theories only tell part of the
story.

 Link to clip

Leadership Exercise

Most of our discussion of leadership so far has dealt with theories and characters in a movie. However
most of us, even those in seemingly uninfluential positions, have been asked to fill either formal or
informal leadership roles. For this exercise you will use your knowledge of leadership theories and
models to assess your own leadership performance.

Instructions / Class Participation

Describe a situation in which you were given or placed yourself in a leadership role. Be sure to explain
whether it was a formal or an informal role.

 Describe what was expected of you.
 Given the demands of the situation, your personal abilities, and your preferences, discuss how

you led.
 Use the leadership models presented in your assessments, did you stick to your default style or

was this an instance that you needed to adopt a different style? Keep in mind that each of the
models provide a different perspective, but the models are not mutually exclusive in application.

 Avoid using names or other information which might identify the specifics of your situation.

After describing the situation and your efforts, discuss with your group/class the results and critically
assess your success or failure in the role. Do this from the perspective of an impartial observer. Make
recommendations for how you might have handled the situation more appropriately.

Module 5: Groups and Teams

Our second topic in this unit is Groups and Teams. While traditional leaders remain a crucial part of
most organizations, many companies today are looking to self-led work groups and work teams as the
future of their operations. Working on a group project can be one of the most challenging and enjoyable
experiences. It allows us to combine our skills with others and extend our reach far beyond what we
might achieve alone. Unfortunately, most of us have also experienced the other extreme in which a
group project becomes the ultimate work or school nightmare.

In this module, we'll look at why some group projects are amazingly productive and why others are
abysmal failures. Link to clip



Tuckman’s Group Development Model

 Forming:  Individual functions and responsibilities are not clear. Team requires clear aims and
objectives from a leader.

 Storming: Every group will next enter the storming stage in which different ideas compete for
consideration. The team addresses issues such as what problems they are really supposed to
solve, how they will function independently and together and what leadership model they will
accept. Team members open up to each other and confront each other's ideas and perspectives.
In some cases storming can be resolved quickly. In others, the team never leaves this stage. The
maturity of some team members usually determines whether the team will ever move out of
this stage. Some team members will focus on minutiae to evade real issues.

o The storming stage is necessary to the growth of the team. It can be contentious,
unpleasant and even painful to members of the team who are averse to conflict.
Tolerance of each team member and their differences should be emphasized. Without
tolerance and patience the team will fail. This phase can become destructive to the
team and will lower motivation if allowed to get out of control. Some teams will never
develop past this stage.

o Supervisors of the team during this phase may be more accessible, but tend to remain
directive in their guidance of decision-making and professional behavior. The team
members will therefore resolve their differences and members will be able to
participate with one another more comfortably. The ideal is that they will not feel that
they are being judged, and will therefore share their opinions and views. Normally
tension, struggle and sometimes arguments occur. This stage can also be upsetting.

 Norming: The team manages to have one goal and come to a mutual plan for the team at this
stage. Some may have to give up their own ideas and agree with others in order to make the
team function. In this stage, all team members take the responsibility and have the ambition to
work for the success of the team's goals. The danger here is that members may be so focused on
preventing conflict that they are reluctant to share controversial ideas. The unhealthy potential
for "group think" exists as well.

 Performing: It is possible for some teams to reach the performing stage. These high-performing
teams are able to function as a unit as they find ways to get the job done smoothly and
effectively without inappropriate conflict or the need for external supervision. By this time, they
are motivated and knowledgeable. The team members are now competent, autonomous and
able to handle the decision-making process without supervision. Dissent is expected and
allowed as long as it is channeled through means acceptable to the team.

o Supervisors of the team during this phase are almost always participative. The team will
make most of the necessary decisions. Even the most high-performing teams will revert
to earlier stages in certain circumstances. Many long-standing teams go through these



cycles many times as they react to changing circumstances. For example, a change in
leadership may cause the team to revert to storming as the new people challenge the
existing norms and dynamics of the team.

Is the Team Effective or Not?

There are various indicators of whether a team is working effectively together as a group. The
characteristics of effective, successful teams include:

 Clear communication among all members
 Regular brainstorming session with all members participating
 Consensus among team members
 Problem solving done by the group
 Commitment to the project and the other team members
 Regular team meetings are effective and inclusive
 Timely hand off from team members to others to ensure the project keeps moving in the right

direction
 Positive, supportive working relationships among all team members

Teams that are not working effectively together will display the characteristics listed below. The team
leader will need to be actively involved with such teams. The sooner the team leader addresses issues
and helps the team move to a more effective way of working together, the more likely the project is to
end successfully.

 Lack of communication among team members.
 No clear roles and responsibilities for team members.
 Team members "throw work over the wall" to other team members, with lack of concern for

timelines or work quality.
 Team members work alone, rarely sharing information and offering assistance.
 Team members blame others for what goes wrong, no one accepts responsibility.
 Team members do not support others on the team.
 Team members are frequently absent thereby causing slippage in the timeline and additional

work for their team members.

Summary

It is important to remember that every team - regardless of what the team is working on - will follow
these stages of team development. It is the job of the team leader to help see the team through these
stages; to bring them to the point where they are working as effectively as possible toward a common
goal.



Module 6: Introduction to Conflict Resolution

 Conflict Resolution: Resolving Conflict Rationally and Effectively
o Handout and review of Thomas-Kilmann model of organizational conflict resolution

 Handout: “Difficult Colleagues at Tidewater: Win/Win Outcomes”
 Class discussion over the three questions from “Difficult Colleagues”

Class Exercise: Active Listening

 Link to Exercise

Class Discussion

 How does all this relate to me and Tidewater?
 Tally Book Exercise

o As a class we will list all the traits that a good leader has.  Write your favorite three to
five traits that you feel are most important at the top of your page and draw a line
under them, across the page.

o Under that line write what traits that you believe you possess that meet the
expectations of the list above the line.  Draw another line under those traits, across your
page.

o Under that line answer the following question:  What do I need to do and where do I
need to go in order to get those things.

 Reemphases on leadership through knowledgeable team building, communication, and
conflict resolution skills.

Course Review & Dismissal



STRANDED ON THE MOON

This is an actual test administered to NASA astronauts many years ago to see how their understanding of the Moon would
help them make critical decisions, and also to see how creative they were in solving a problem. In this imaginary exercise, you
are somehow stranded on the sunlit side of the Moon, but from the mothership while 200 km away. Your lunar rover is no
longer functioning, nor is a lot of other important equipment that was all lost when you drove too close to a crater rim. You
have a limited supply of necessities and a long journey back to the mothership and your safety. You need to sift through the
available supplies and make a decision on what is most important to keep, and what items you can leave behind.

Somehow, you managed to survive your ordeal otherwise you would not be writing to me. Congratulations on your safe
journey back to the mothership, and you can await the tremendous royalty fees you can charge later for the exclusive rights to
your story. You had that limited supply of necessities and a long journey back to the mothership and your safety. How did you
make the decision on which item to take and which to leave behind? Please review your decisions on what was most
important to keep, and what items you left behind, and in rank order from 1-15, with 1 being most important and 15 being
least. Also, please offer a brief explanation for each choice.

I am placing the entire list here, at the top of the page, so you can see it at one time and get an idea of how to best respond.
In order to maximize your score, you will have to know basic information about the Moon and the conditions that you would
find there. Here is the list:

 50 feet of nylon rope
 Two 110 pound tanks of oxygen, enough

of a supply to last for 5 days
 One box of wooden matches
 Food concentrate
 Parachute silk
 Portable heating unit
 Two .45 caliber pistols
 One case of dehydrated Pet brand milk

 Stellar map (of the constellations as they
appear on the Moon)

 Life raft
 Magnetic compass
 5 gallons of water
 Signal flares
 First aid kit containing injection needles
 Solar-powered FM receiver-transmitter

The 15 items listed below. In the smaller box, place your ranking with a value number of 1 to 15, with 1 being
the most important and 15 being the least. In the larger box state your reason for that particular ranking.
Finish this list individually, then share it with your group.  Once every group is finished we will discuss our
findings with the class.



Item Ranking Reason
50 feet of nylon rope
2 110 pound tanks of
oxygen, enough of a
supply to last for 5 days

1 box of wooden matches

Food concentrate

Parachute silk

Portable heating unit
2 .45 caliber pistols
1 case of dehydrated Pet
brand milk
Stellar map (of the
constellations as they
appear on the Moon)
Life raft
Magnetic compass

5 gallons of water
Signal flares
First aid kit containing
injection needles

Solar-powered FM
receiver-transmitter



`CONFLICT RESOLUTION:RESOLVING CONFLICT RATIONALLYAND EFFECTIVELY
In many cases, conflict in the workplace just seems to be a fact of life.
We've all seen situations where different people with different goals
and needs have come into conflict. And we've all seen the often-intense
personal animosity that can result. The fact that conflict exists,
however, is not necessarily a bad thing: As long as it is resolved
effectively, it can lead to personal and professional growth. In many
cases, effective conflict resolution can make the difference between
positive and negative outcomes.

The good news is that by resolving conflict successfully, you can solve
many of the problems that it has brought to the surface, as well as
getting benefits that you might not at first expect:

 INCREASED UNDERSTANDING: The discussion needed to resolve
conflict expands people's awareness of the situation, giving them
an insight into how they can achieve their own goals without
undermining those of other people.

 INCREASED GROUP COHESION: When conflict is resolved
effectively, team members can develop stronger mutual respect,
and a renewed faith in their ability to work together.

 IMPROVED SELF-KNOWLEDGE: Conflict pushes individuals to
examine their goals in close detail, helping them understand the



`

things that are most important to them, sharpening their focus,
and enhancing their effectiveness.

However, if conflict is not handled effectively, the results can be
damaging. Conflicting goals can quickly turn into personal dislike.
Teamwork breaks down. Talent is wasted as people disengage from
their work. And it's easy to end up in a vicious downward spiral of
negativity and recrimination.

If you're to keep your team or organization working effectively, you
need to stop this downward spiral as soon as you can. To do this, it
helps to understand two of the theories that lie behind effective
conflict resolution:

UNDERSTANDING THE THEORY: CONFLICT STYLES

In the 1970s Kenneth Thomas and Ralph Kilmann identified five main
styles of dealing with conflict that vary in their degrees of
cooperativeness and assertiveness. They argued that people typically
have a preferred conflict resolution style. However they also noted that
different styles were most useful in different situations. They
developed the Thomas-Kilmann Conflict Mode Instrument (TKI) which
helps you to identify which style you tend towards when conflict arises.



`

Thomas and Kilmann's styles are:

COMPETITIVE:

People who tend towards a competitive style take a firm stand, and
know what they want. They usually operate from a position of power,
drawn from things like position, rank, expertise, or persuasive ability.
This style can be useful when there is an emergency and a decision
needs to be made fast; when the decision is unpopular; or when
defending against someone who is trying to exploit the situation
selfishly. However it can leave people feeling bruised, unsatisfied and
resentful when used in less urgent situations.

COLLABORATIVE:

People tending towards a collaborative style try to meet the needs of
all people involved. These people can be highly assertive but unlike the
competitor, they cooperate effectively and acknowledge that everyone
is important. This style is useful when you need to bring together a
variety of viewpoints to get the best solution; when there have been
previous conflicts in the group; or when the situation is too important
for a simple trade-off.

COMPROMISING:

People who prefer a compromising style try to find a solution that will
at least partially satisfy everyone. Everyone is expected to give up
something, and the compromiser him- or herself also expects to
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relinquish something. Compromise is useful when the cost of conflict is
higher than the cost of losing ground, when equal strength opponents
are at a standstill and when there is a deadline looming.

ACCOMMODATING:

This style indicates a willingness to meet the needs of others at the
expense of the person's own needs. The accommodator often knows
when to give in to others, but can be persuaded to surrender a position
even when it is not warranted. This person is not assertive but is highly
cooperative. Accommodation is appropriate when the issues matter
more to the other party, when peace is more valuable than winning, or
when you want to be in a position to collect on this "favor" you gave.
However people may not return favors, and overall this approach is
unlikely to give the best outcomes.

AVOIDING:

People tending towards this style seek to evade the conflict entirely.
This style is typified by delegating controversial decisions, accepting
default decisions, and not wanting to hurt anyone's feelings. It can be
appropriate when victory is impossible, when the controversy is trivial,
or when someone else is in a better position to solve the problem.
However in many situations this is a weak and ineffective approach to
take.

Once you understand the different styles, you can use them to think
about the most appropriate approach (or mixture of approaches) for



`

the situation you're in. You can also think about your own instinctive
approach, and learn how you need to change this if necessary.

Ideally you can adopt an approach that meets the situation, resolves
the problem, respects people's legitimate interests, and mends
damaged working relationships.

UNDERSTANDING THE THEORY: THE
"INTEREST-BASED RELATIONAL APPROACH"
The second theory is commonly referred to as the "Interest-Based
Relational (IBR) Approach". This type of conflict resolution respects
individual differences while helping people avoid becoming too
entrenched in a fixed position.

In resolving conflict using this approach, you follow these rules:

 MAKE SURE THAT GOOD RELATIONSHIPS ARE THE FIRST
PRIORITY: As far as possible, make sure that you treat the other
calmly and that you try to build mutual respect. Do your best to
be courteous to one-another and remain constructive under
pressure.

 KEEP PEOPLE AND PROBLEMS SEPARATE: Recognize that in
many cases the other person is not just "being difficult" – real and
valid differences can lie behind conflictive positions. By separating
the problem from the person, real issues can be debated without
damaging working relationships.



`

 PAY ATTENTION TO THE INTERESTS THAT ARE BEING
PRESENTED: By listening carefully you'll most-likely understand
why the person is adopting his or her position.

 LISTEN FIRST; TALK SECOND: To solve a problem effectively you
have to understand where the other person is coming from
before defending your own position.

 SET OUT THE "FACTS": Agree and establish the objective,
observable elements that will have an impact on the decision.

 EXPLORE OPTIONS TOGETHER: Be open to the idea that a third
position may exist, and that you can get to this idea jointly.

By following these rules, you can often keep contentious discussions
positive and constructive. This helps to prevent the antagonism and
dislike which so-often causes conflict to spin out of control.

USING THE TOOL: A CONFLICT RESOLUTION PROCESS

Based on these approaches, a starting point for dealing with conflict is
to identify the overriding conflict style employed by yourself, your team
or your organization.

Over time, people's conflict management styles tend to mesh, and a
"right" way to solve conflict emerges. It's good to recognize when this
style can be used effectively, however make sure that people
understand that different styles may suit different situations.

Look at the circumstances, and think about the style that may be
appropriate.
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Then use the process below to resolve the conflict:

STEP ONE: SET THE SCENE

If appropriate to the situation, agree the rules of the IBR Approach (or
at least consider using the approach yourself.) Make sure that people
understand that the conflict may be a mutual problem, which may be
best resolved through discussion and negotiation rather than through
raw aggression.

If you are involved in the conflict, emphasize the fact that you are
presenting your perception of the problem. Use active listening skills to
ensure you hear and understand other's positions and perceptions.

 RESTATE.

 PARAPHRASE.

 SUMMARIZE.

And make sure that when you talk, you're using an adult, assertive
approach rather than a submissive or aggressive style.

STEP TWO: GATHER INFORMATION

Here you are trying to get to the underlying interests, needs, and
concerns. Ask for the other person's viewpoint and confirm that you
respect his or her opinion and need his or her cooperation to solve the
problem.



`

Try to understand his or her motivations and goals, and see how your
actions may be affecting these.

Also, try to understand the conflict in objective terms: Is it affecting
work performance? Damaging the delivery to the client? Disrupting
team work? Hampering decision-making? or so on. Be sure to focus on
work issues and leave personalities out of the discussion.

 LISTEN WITH EMPATHY AND SEE THE CONFLICT FROM THE OTHER
PERSON'S POINT OF VIEW.

 IDENTIFY ISSUES CLEARLY AND CONCISELY.

 USE "I" STATEMENTS.

 REMAIN FLEXIBLE.

 CLARIFY FEELINGS.

STEP THREE:

Agree the Problem This sounds like an obvious step, but often different
underlying needs, interests and goals can cause people to perceive
problems very differently. You'll need to agree the problems that you
are trying to solve before you'll find a mutually acceptable solution.

Sometimes different people will see different but interlocking problems
– if you can't reach a common perception of the problem, then at the
very least, you need to understand what the other person sees as the
problem.



`

STEP FOUR:

Brainstorm Possible Solutions If everyone is going to feel satisfied with
the resolution, it will help if everyone has had fair input in generating
solutions. Brainstorm possible solutions, and be open to all ideas,
including ones you never considered before.

STEP FIVE:

Negotiate a Solution By this stage, the conflict may be resolved: Both
sides may better understand the position of the other, and a mutually
satisfactory solution may be clear to all.

However you may also have uncovered real differences between your
positions. This is where a technique like win-win negotiation can be
useful to find a solution that, at least to some extent, satisfies
everyone.

There are three guiding principles here: Be Calm, Be Patient, Have
Respect.

KEY POINTS:

 Conflict in the workplace can be incredibly destructive to good
teamwork.

 Managed in the wrong way, real and legitimate differences
between people can quickly spiral out of control, resulting in
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situations where co-operation breaks down and the team's
mission is threatened. This is particularly the case where the
wrong approaches to conflict resolution are used.

 To calm these situations down, it helps to take a positive
approach to conflict resolution, where discussion is courteous and
non-confrontational, and the focus is on issues rather than on
individuals. If this is done, then, as long as people listen carefully
and explore facts, issues and possible solutions properly, conflict
can often be resolved effectively.



 
Getting from storming to performing 

Team Development  
Resource Guide 

 
When groups of people begin to work in 
teams, they go through a fairly predicable 
series of stages in their growth and progress.  
This process can be seen in all sorts of 
groups: both inside and outside the 
workplace.   
As the team matures and member 
relationships grow, members gradually learn 
to cope with the emotional and group 
pressures they face.  Understanding this 
process can help work groups learn to work 
together to achieve significantly more then 
they could as individuals. 

STAGES OF TEAM 
DEVELOPMENT 

Teams typically move through four stages of 
group dynamics: forming  storming  
norming  high 
performing.  Project 
teams have a fifth stage 
of development: 
adjournment. Each 
stage has its 
characteristics as 
described in the next 
section. Teams grow in 
effectiveness as 
members spend time 
together and learn to overcome differences 
and build on each other’s strengths.   
Growth is enhanced as traditional workplace 
structures (bureaucratic hierarchy) are 
replaced with a collaborative, team-based 
approach to accomplishing results.  As 
traditional work groups move through the 
stages towards high performing teams, 
supervision, competition, and individual 

performance give way to shared leadership, 
collaboration, and team performance. 
Over time teams move back and forth 
through the stages of development as 
situations and the environment change.  A 
team in the norming stage may find itself in 
the storming stage when it discovers it 
cannot accomplish a key goal.  Likewise, a 
high performing team will likely find itself 
spending time in the forming stage when a 
new member joins the team.  In addition, the 
speed and progress of the team through the 
stages will depend on their experience and 
teambuilding abilities.   
It is not unusual for teams to become 
“stuck” in one of the stages: usually forming 
or storming.  As a facilitator, understanding 
the characteristics and helping the group 

work through specific 
group problems can 
often help them move 
on to the next stage.  
For example, working 
on trust issues is key to 
move beyond the 
forming stage.  A Team 
Charter including 
accepted norms and 
groundrules may be an 

effective tool for moving a group out of the 
storming stage. 
A characteristic of a high performing team is 
its ability to recognize and quickly respond 
to situations when progress is slowed or the 
team has moved to another stage of growth.  
Upon accepting new members, for example, 
a high performing team knows how to adopt 
its norms and values to accept the perspec-

Forming
Storming

High
Performing

Norming

 
Stages of Work Group and Team Development 



 

tive and input of the new member.  The team 
also realizes trust needs to be earned and it 
takes an investment of time. 
 

TUCKMAN’S MODEL OF GROUP 
DEVELOPMENT 
Tuckman (1965)1 summarized the results of 
over fifty studies into the following four-
stage model: 

Stage I, Form   Characterized by 
testing and dependence 
Stage II, Storm   Characterized by 
intrateam conflict 
Stage III, Norm   Characterized by 
the development of team cohesion 
Stage IV, Perform   Characterized 
by functional role relatedness 

STAGE I FORM 
During Stage I, team members discover 
what behaviors are acceptable to the group. 
For newly established groups, this stage is 
the transition from individual to member 
status. For teams with new leadership, 
mission, or members, this stage is a period 
of testing behavior and dependence on 
formal or informal group leadership for 
guidance in a newly unstructured 
environment.  

Characteristics of this stage include: 
 Attempts to identify tasks in terms of 

relevant parameters and to decide how 
the group will accomplish the task 
 Decisions on the type of information 

needed and how it will be used 
 Hesitant participation 
 Tests of behavioral expectations and 

ways to handle behavioral problems 
 Feelings of initial attachment to the team 

                                                           
1 Tuckman, B.W. (1965). Development sequence in small groups. 

Psychological Bulletin, 63(6). 
 

 Intellectualizing 
 Discussion of symptoms or problems 

peripheral to the task 
 Complaints about the organizational 

environment 
 Suspicion, fear, and anxiety about the 

new situation 
 Minimal work accomplishment 

STAGE II STORM 
During Stage II, team members become 
hostile or overzealous as a way to express 
their individuality and resist group 
formation. Members recognize the extent of 
the task demands and respond emotionally 
to the perceived requirements for self-
change and self-denial.  

Characteristics of this stage include: 
 Infighting, defensiveness, and 

competition 
 Establishment of unachievable goals 
 Disunity, increased tension, and jealousy 
 Resistance to the task demands because 

they are perceived to interfere with 
personal needs; 
 Polarization of group members 
 Sharp fluctuations of relationships and 

reversals of feelings 
 Concern over excessive work 
 Establishment of pecking orders 
 Minimal work accomplishment 

STAGE III NORM 
During Stage III, members accept the team, 
team norms, their own roles, and 
idiosyncracies of fellow members. 
Emotional conflict is reduced by patching up 
previously conflicting relationships.  

Characteristics of this stage include: 
 An attempt to achieve maximum 

harmony by avoiding conflict 



 

 A high level of intimacy characterized by 
confiding in each other, sharing personal 
problems, and discussing team dynamics 
 A new ability to express emotions 

constructively 
 A sense of team cohesiveness with a 

common spirit and goals 
 The establishment and maintenance of 

team boundaries 
 Moderate work accomplishment 

STAGE IV PERFORM 
Now that the team has established its 
interpersonal norms, it becomes an entity 
capable of diagnosing and solving problems 
and making decisions. Stage IV is not 
always reached by management teams.  

Characteristics of this stage include: 
 Members experience insight into personal 

and interpersonal processes 
 Constructive self-change is undertaken 
 A great deal of work is accomplished  

THE ROLLER COASTER PATH OF 
PROGRESS 
The path of team development is rarely as 
smooth as it might appear from the 
discussion above.  Every team experiences a 
roller coaster of emotions and energy as 
members try new and different ways to work 
with each other.  One day is full of 
enthusiasm and optimism about progress, 
and the next is frustration and anger when 
things did not work out as expected.  Don’t 
despair!  
Every group 
of people 
goes through 
periods of 
good times 
and bad as 
they learn to 
work with each other and as progress swings 
from forwards to stalled, then to backwards, 
the forward again. 

Momentum is never smooth.  Prepare 
yourself and your team for the range of 
emotions: excited  satisfied  optimistic 

 bored  impatient  discouraged  
frustrated  breakthrough  elation  and 
on and on!  These swings are only partly 
linked to the stages of team development, 
and usually the shifts are unpredictable. 
The best way to deal with this cycle is to 
understand and accept it as a part of the 
development of the team.  Various strategies 
will help teams move through the stages, as 
suggested in the next pages.  Changes in 
people’s attitude—like the stages of team 
growth—are normal.  The team and team 
leader must cultivate patience for the 
process to occur.  At the same time, they 
need to take a proactive approach to 
managing the stages and cycles they 
encounter.  Each circumstance offers team 
members a chance to learn and experience 
when and how to deal with the challenges of 
working together as a team. 
 

 
 

 
 
 
 
 



  PREPARED BY JOEL ASHBY FOR ONWARD LLC 

 

Performance 

Coaching & 

Win/Win 

Outcomes 
 

 
ave you ever awakened in the 

morning and thought: I wonder what my 

Company Man’s mood will be today? I 

wonder if this is the day I’ll have it out with 

my back to back (or that pesky trainee). I 

wonder if the evening tour will leave me a 

mess in the morning. This Onward exclusive 

will help you deal with difficult situations in 

a way that will help you sleep at night. 

 

PERSONALITY TYPES 
Jo Ann Klein, in her article “Dealing with 

Difficult Co-Workers: When Personalities 

Conflict” discusses Robert Bramson’s seven 

types of employee personalities that can be 

found in every organization. While these 

types are useful for thinking of the ways in 

which people behave, one person may have 

elements of several personality types; people 

are not always so easily and neatly 

categorized. It is not necessary that you like 

all of your fellow employees and service 

providers to get along with them, but it helps 

to be able to understand how they think and 

their working style to be able to work with 

them. Exploring these personality types and 

suggestions for coping with them may help 

you recognize possible conflicts and enable 

you to identify solutions to problems. 

Personality types you may be working with 

include the: 

 

 

 

 The Sherman tank 

 The Clam 

 The Complainer 

 The Wet Blanket 

 The Know-it-all 

 The Super-agreeable 

 The Indecisive 
 

 

SHERMAN TANK 
The Sherman tank rolls over other workers 

and any objections they may have. He or she 

needs to show that he or she is always right 

and must always win. This employee makes 

up his or her mind early, before all the 

evidence is in, and may have a temper 

tantrum, ignoring the feelings and reactions 

of other workers. To cope with this 

employee, be firm and persistent, ignoring 

the temptation to lose your temper or raise 

your voice. Demonstrate that his or her 

behavior carries a cost. 

 

THE CLAM 
The clam is quite different from the tank. 

This employee is quieter and more 

unresponsive; he or she withdraws rather 

than giving feedback. It is difficult to know 

how this employee is processing directives. 

To deal with a clam, ask open-ended 

questions; follow up with silence. If the 

person does not respond, comment that he or 

she is not talking. Clam behavior is typical 

of workers who are shy, do not understand 

what to do, or who disagree and get a feeling 

of power by watching you work to get a 

response. 

 

THE COMPLAINER 
The complainer complains about everything 

from working conditions to the amount of 

work. He or she can help by pointing out 

problems that could be overlooked, though 
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this co-worker probably never suggests a 

solution. This person is usually quite 

passive. Do not ignore the complaints; this 

only causes them to increase. It is common 

for this employee to bring in a third party; 

meet with all involved parties 

simultaneously to resolve conflicts. 

 

THE WET BLANKET 
A wet blanket has a pessimistic attitude 

about any suggestion or idea. He or she does 

not believe that anything ever works out. 

This attitude has a negative effect on 

coworkers’ morale.  It is not effective to try 

to talk a wet blanket out of his or her attitude 

toward life. Rather, ask this employee to 

explore his or her worst-case scenario and 

respond with realism. 

 

THE KNOW-IT-ALL 
The know-it-all is a valuable employee since 

he or she has considerable knowledge, but 

this employee is also one of the most 

difficult to get along with. The know-it-all is 

also good at problem-solving and is usually 

well-organized. He or she has a tendency to 

override others’ opinions and can have a 

superior attitude. The real problem with this 

employee occurs when he or she is wrong, 

which Bramson estimates is about 20% of 

the time. The know-it-all feels personally 

insulted when he or she is overruled. To deal 

with this colleague, make certain you do 

your homework and your work correctly. If 

you do not, he or she will label you 

incompetent. Do not challenge this 

employee; ask for explanations, ideas, and 

plans. 

 

THE SUPER -AGREEABLE 
The super-agreeable employee is hard-

working, sociable, and people-oriented. 

Because he or she needs to be liked, this 

employee is willing to do anything you ask; 

however, he or she gives excuses for 

incomplete or unfinished work. 

Make it easy for this employee to disagree 

with you. Analyze pending projects for 

problems and help to arrange priorities 

because this employee cannot say “no.” 

 

THE INDECISIVE 
The indecisive employee does not want to 

disappoint others. He or she is overly 

concerned with others’ personal feelings, yet 

has very high performance standards. This 

type of employee would be labeled passive-

aggressive. You can best work with the 

indecisive employee by being honest and 

advising him or her that your feelings will 

not be hurt by knowing what the employee 

is really thinking. 

 

MANAGER POLL 
In Coaching for Improved Work 

Performance, Ferdinand Fournies states that 

4,000 managers were asked the question, 

“Why don’t subordinates do what they are 

supposed to do?” The following were the 

top responses. 

 

1. They do not know what they are 

supposed to do. 

Solution: 

Offer them cross-training. Offer 

suggestions or feedback. 

 

2. They do not know how to do it. 

Solution:  

Teach them. 

 

3. They do not know what they should. 

Solution: 

Give them feedback. Get their 

managers involved if you need to; 

suggest that a recognition system be 

created to reward the people who are 

performers. 

 

4. There are obstacles beyond their 

control. 

Solution: 
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Encourage them to focus on the 

things they can change and not to 

worry about the things which they 

cannot. 

 

5. They do not think it will work. 

Solution: 

Show them it can. 

 

6. They think their way is better. 

Solution: 

Listen and understand. Their way 

might be better. 

 

7. They are not motivated; they have a 

poor attitude. 

Solution: 

Treat them with respect. Make 

emotional “bank account deposits” 

and build trust. 

 

8. They are personally incapable of 

doing it (personal limits). 

Solution: 

Train them. Make checklists or wall 

charts. 

 

9. There is not enough time for them to 

do it. 

Solution: 

List wasteful activities during a staff 

meeting and agree to stop doing 

them. 

 

10. They are working on wrong priority 

items. 

Solution: 

Discuss your most important 

priorities during a staff meeting. 

 

 

 

11. They think they are doing it (no 

feedback). 

Solution: 

Give them feedback. 

 

12. There is poor management. 

Solution: 

Catch your boss doing things 

approximately right. Train your boss. 

 

13. They have personal problems. 

Solution: 

Be empathetic and understanding. 

 

MOST IMPORTANT ISSUES 
Following are the top issues that affect 

your ability to deal with difficult 

colleagues: 

 

1. 

Style of dealing with conflict. Some people 

avoid conflict. When we avoid conflict, we 

see this big elephant in the room, but we all 

step around it and do not talk about it. When 

you avoid conflict, it tends to get worse. On 

the other hand, others seem to enjoy “a good 

fight.” Both extremes of dealing with 

conflict are to be avoided. Conflict styles 

include competing (I win, You lose), 

compromising (we meet in the middle), 

avoiding (You win, I lose), and 

collaborating (I win, You win). 

When we compete and win, we naively 

assume that the ill feelings in the other will 

not come back around to affect the working 

relationship. When we avoid conflict and 

swallow the ill feelings, we fail to 

understand that unexpressed feelings never 

die, they are just hidden away to reveal 

themselves later in uglier ways. 

 

 

 

 

 

 

 

 

2. 
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Amount of courage and consideration. A 

theory exists that we are born with one of 

these two characteristics, but the second 

must be cultivated and developed. The 

person who has courage without 

consideration may be seen as a tyrant, or 

worse. The person who has consideration 

without courage may be a pushover. 

 

3. 

Lack of clarity around roles and 

responsibilities. You would be amazed how 

few “difficult people” we would have if we 

just had clear roles and responsibilities. We 

would have fewer balls dropped. 

 

4. 

Lack of clear direction. This is the number 

one reason why teams fail. If you do not 

know where you are going, any road will 

take you there. 

 

5. 

Ability to give feedback and frequency of 

feedback. In general, most employees and/or 

colleagues need more frequent feedback, 

both positive and negative. But, specifically, 

employees need to be told at least 10 times 

that they are doing something right for every 

one “needs improvement” suggestion. 

 

6. 

Expressed and wanted control. The FIRO-B 

(which can be found online for free; take it!) 

is a diagnostic self-test. One of the factors it 

measures is expressed and wanted control. 

For example, if you have a high expressed 

control and very low wanted control, your 

personality may appear rebellious when 

others try to impose influence. On the other 

hand, the high expressed control may appear 

invasive to others when this person tries to 

be the “mother hen” and protect someone 

who does not want or need protection. 

 

 

 

7. 

Level of trust that has been established. 

Trust has been called an organization’s 

immune system. Once trust is gone, all sorts 

of other illnesses begin to invade the body. 

Trust is built through making daily 

“emotional bank account deposits.” 

 

 

8. 

Amount of communication and ability to 

communicate. For example, when giving 

feedback, it is best to use “I” language rather 

than “You” language. Here is an illustration: 

If you did not understand what I am saying, 

you could either say, “You’re not being very 

clear,” or “I didn’t understand that last 

point.” 

The first statement makes the speaker feel 

attacked and defensive. The second 

statement makes the other person want to 

clarify. 

 

9. 

Expectations. Disappointment is as much 

about expectations as anything. Setting 

realistic expectations can help prevent 

difficult people situations. 

 

INFLUENCING PEERS 
So how can a colleague influence his or her 

peers? Some of these suggestions may 

surprise you. 

 

1. 

Active listening. Ironically, the ticket to 

influence is understanding. Our mental 

models of influence tell us, “You pile up 

your data, I’ll pile up mine, and the biggest 

pile wins.” But the irony is that he who 

produces the most understanding usually 

wins. Listening is the tool for that. 
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2. 

Solve the right problem. Many times we 

solve the wrong problem well. For every one 

person hacking at the root of a problem, 

there exist thousands hacking at the leaves. 

If you do not kill the root, the problem 

resurfaces and is more resilient than ever. 

 

 

3. 

Allow natural consequences. Sometimes, we 

can allow the “difficult person” to 

experience the natural law consequences of 

his or her behavior. 

 

QUESTIONS TO ASK 
When faced with a difficult co-worker, ask 

the following questions: 
 

 How have I contributed to this 

problem? 
 

 What is the difficult person’s 

perspective? 
 

 Are there risks and, if so, what might 

they be? 
 

 Has any feedback been given in the 

past?  If colleagues are causing 

problems, they deserve to be told and 

to be given a chance to correct 

things.  

 

 What is the development level of the 

difficult person? In other words, is 

he or she brand new to the task? If 

so, he or she may need more help 

from you to understand the job. If he 

or she is fully competent and 

committed to the task, the person can 

operate more autonomously. If the 

person is somewhere in the middle, 

you can work with him or her in 

solving problems.  

 

SUMMARY 
You can learn to deal with difficult 

colleagues and with conflict in teams by 

analyzing your colleagues’ personality types 

and their working styles. Learn how to 

manage the issues that affect your ability to 

deal effectively with colleagues to best solve 

problems. 

 

SOMETHING TO THINK ABOUT 
1. What are the most difficult co-

worker situations that you face? 

What have you done to address these 

situations? 

 

2. How should you handle a co-worker 

who has the Sherman tank 

personality? 

 

3. How could you work more 

effectively with the difficult 

colleagues that you encounter? 
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TRAINING SCENARIOS
“ACTIVE LISTENING”

SCENARIO DESCRIPTION

Learners will participate in a listening exercise to practice the skill of active listening.

Instructions:
 Present the handout “Active Listening” to the class. Review techniques listed.
 Begin with a discussion about what active listening is and what active listening is

not. (Active listening is being non-judgmental, with the emphasis on listening and
not solving the issue or problem.  It is being attentive and respectful to the person
talking. It involves listening closely, paraphrasing back to the speaker what you
hear, clarifying what you think you hear, etc. Active Listening is not planning your
response to what the person is saying. It is not day dreaming while they are
talking. It is not solving their problems or giving advice.)

 Divide the class into groups of three and have each group decide who will be the
active listener, who will role-play the scenario, and who will be the observer.
Instruct the role-player of the scenario to “get into” their role and not to just read
their role to their partner. The observer should see if the active listener is
employing active listening techniques listed on the handout.

 Have all three members rotate roles until each person has played each role.
 Reassemble the class and conclude with a discussion about how they felt and

the power of active listening, in our jobs and with co-workers.
 Debrief this scenario by discussing why it was done and how it relates or can be

applied to real life or the job.

KEY LEARNING POINTS

The learner will gain an awareness of the importance of how things are said and the
different messages that can be conveyed.

VARIATIONS

 None

RESOURCES NEEDED

 Active Listening handout (example attached).
 Active Listening Scenarios (example attached).
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ACTIVE LISTENING HANDOUT
Seven Active Listening Techniques Used by Hostage Negotiators1

Minimal Encouragements
Sounds made, especially on the phone, to let one person know the other
is there and listening. Such as, “Oh?”, “When?”, and “Really?”. They are
questions, comments, or sounds that do not interfere with the flow of
conversation, but do let the subject know that the negotiator is there and listening. They
help build rapport and encourage the subject to continue talking.

Paraphrasing
A summary in your own words of what you were told. Demonstrates listening, creates
empathy and establishes rapport because it is evident that you have heard and
understood. Usually, paraphrasing begins with the words, “Are you telling me…” or “Are
you saying…” Paraphrasing also clarifies content, highlights issues and promotes give
and take between you and the subject. It tends to make the subject a better listener.

Emotion Labeling
This is often the first active listening skill to be used in a crisis communication incident. It
is important to be attuned to the emotion behind the words and facts. Commonly, we all
want to get into problem-solving too early. Too early an approach to problem solving is
doomed to failure because the subject is often not ready to reason and you have not
listened enough to get all of the information you need to assist in problem solving.
Common phrases for you to use are, “You sound…”, “You seem…” , “I hear…” (emotion
heard by you). You do not tell people how they are feeling, but how they sound to you
as if they are feeling.

Do not be concerned about making a mistake in labeling emotions. The subject will
correct you and will often appear grateful for the attempt. Be aware of missing emotions
and listen for conflicts in the feelings expressed, especially if they appear inappropriate
to the situation. Emotion labeling is not a technique to apply when you are verbally
attacked. In that instance, switch to an “I” message (see below).

1 Adapted from On-Scene Guide for Crisis Negotiators, Frederick J. Lanceley, Boca Raton, CRC Press, 1999, pp 20-
24.
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Mirroring (or Reflecting)
This is the technique of repeating the last word or phrase and putting a
question mark after it. This provides very exact responses because you are
using the subject’s own words. Reflecting or mirroring asks for more input
without guiding the direction of the subject’s thoughts and elicits information when you
do not have enough to ask a pertinent question. It is useful when you are at a loss for
words and it provides an opportunity for the subject to think about what you have said.

Open-Ended Questions
The primary use of open-ended questions is to help a subject start talking. Asking open-
ended questions encourages the person to say more without actually directing the
conversation. They are questions that cannot be answered with a single word such as
“yes” or “no”. Open-ended questions get information for you with fewer questions, those
that usually begin with how, what, when and where. Note that “why” questions are not
asked directly. “Why” questions tend to steer the conversation toward blame and shut
down communication. “Why” questions also tend to pass judgment.

Closed-end questions give a feeling of interrogation that makes rapport building difficult.
They also cause you to work too hard at thinking up new questions.

“I” Messages
“I” messages enable negotiators to let the subject know how he is making you feel, why
you feel that way, and what the subject can do to remedy the situation. This is a non-
threatening approach and does not put the subject on the defensive. “I” messages are
used when communication is difficult because of the intense emotions being directed at
you. It is also used when the subject is trying to manipulate you and you want him to
stop the attempts. Negotiators also use this technique to refocus the subject and when
they are verbally attacked.

Effective Pauses
Silence can be very effective on a number of levels. Most people are not comfortable
with silence and will fill it with talk. It is to your advantage to keep the subject talking.
Silence can also be used to emphasize a point. You can use silence just before or just
after saying something important.
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ACTIVE LISTENING SCENARIOS
ACTIVE LISTENING SCENARIO #1:

You’re talking to your friend about your spouse, whom you are angry at because he/she
is consumed with work, is always at the office and has missed several important outings
with you and the family. You’re feeling somewhat embarrassed and don’t really wish to
“air your laundry” in public, but, at the same time you feel a real need to talk about it.

ACTIVE LISTENING SCENARIO #2:

You’re talking to your supervisor who called you in to ask if you were okay. You have
been tired and worn out for the last several weeks. You just don’t feel enthused about
anything and each day is not something you look forward to. You feel like you’re just
going through the motions on everything you do.

ACTIVE LISTENING SCENARIO #3

You’re talking to a co-worker about one of the new guys, who gives you the creeps (and
you’re not really sure why).

ACTIVE LISTENING SCENARIO #4

You’re talking to your supervisor who just walked in after you got off the phone with yet
another irate caller who really pushed all your buttons. You’re feeling guilty because
you snapped back at him a couple of times, but you’re afraid to say anything because
you don’t want to get into trouble. At the same time, you want to vent!

ACTIVE LISTENING SCENARIO #5

You think the two dispatchers across the room have been talking about you because
they keep looking over at you and then whispering back and forth to each other. You
decide to confront one of them about it at the end of the shift.

ACTIVE LISTENING SCENARIO #6

You’re talking to your co-worker. You are very excited because you are planning your
first vacation in five years. You leave next week. The only thing that you worry about is
the cost, because money has been tight recently.

ACTIVE LISTENING SCENARIO #7

You were ordered to hold over by your supervisor, because someone called in sick for
the next shift. This ruined your plans for the evening. Still, no one else could or would
work it, and you haven’t worked OT in a month because you’ve been on vacation and
this is your first day back. You’re talking to a co-worker.
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ACTIVE LISTENING SCENARIO #8

You’re talking to a friend that you feel somewhat slighted by because he/she hasn’t
gotten together with you recently and hasn’t returned calls you’ve left on their machine.
You’re worried that you upset them somehow, but you’re not sure what you might have
done.

ACTIVE LISTENING SCENARIO #9

You are talking to an acquaintance. You have taken your car to a repair shop because
it’s making funny noises. You’ve had it in and out of this shop several times over the last
several months. You’re quite upset; because you think you’re being given the runaround
and feel that they are very condescending toward you.

ACTIVE LISTENING SCENARIO #10

You’re thinking about quitting your job. You and your spouse have talked about this for
awhile. It would mean selling your house and moving away to live somewhere less
expensive. You think you want to do this but at the same time you wonder if it is the
best thing for you and your spouse. You are talking to your co-worker. Take it from
there!

ACTIVE LISTENING SCENARIO #11

You’re upset about the way you were treated by someone at city hall when you went to
get a permit for some repair work at your home. You’re talking to your friend.

ACTIVE LISTENING SCENARIO #12

You’re talking with a co-worker about the day you had. You had a flat tire on the way to
work, causing you to be late and you got yelled at by the supervisor. The dog was sick
and you had to take him to the vet. Your tax bill came and you don’t have money to pay
it, etc.

ACTIVE LISTENING SCENARIO #13

You’re talking to your co-worker about all the changes happening at your agency with
expansion, new equipment, new personnel, new policies, etc. It’s all very overwhelming
to you.

ACTIVE LISTENING SCENARIO #14

You just came in to work straight from a doctor’s appointment where you found out the
doctor wants to send you for some tests because they had some unusual readings on
your annual physical. (Take it from there…) you’re speaking with a co-worker.
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ACTIVE LISTENING SCENARIO #15

You’re talking to a friend about your move to a new town. You’ve always lived in the
same town and you’re excited, yet also nervous, about this move.

ACTIVE LISTENING SCENARIO #16

Earlier in your shift, you made a fairly serious mistake and you’re really upset about it.
Usually, you’re really outgoing and upbeat, but this mistake is really eating at you. Even
though nothing happened to the involved parties, you feel really terrible and question
whether you can still do the job and keep up with all the activity levels like you once did.

ACTIVE LISTENING SCENARIO #17

You are “up to here” with your kids. They are simply driving you nuts with whining,
sniveling and bickering. You love them, but boy, do you need a break. You’re talking to
a co-worker.

ACTIVE LISTENING SCENARIO #18

You’re in a dilemma and you ask your friend if they have a few minutes to talk. You
have an opportunity to take a new job with regular hours and holidays and weekends
off. At the same time, you love what you do and you’re just really torn.

ACTIVE LISTENING SCENARIO #19

You’re upset about a conflict you had with a co-worker a few days ago. You’re talking to
a different co-worker about it. You feel like you acted like a rat. You did apologize to the
person you offended, and you have tried to make up for it. Still, you keep hearing about
it and you feel that you can’t do any more, so why doesn’t everyone just drop it!

ACTIVE LISTENING SCENARIO #20

You’re talking to a friend about this: you’ve been working on a project for some time,
you did all the surveying, the compiling, even the writing. And, it was your idea in the
first place. But, someone else turned in your project with their name on it, and they got
all the credit.
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