Facilitation Jigsaw Part 3 During the Meeting

Handling Difficult Team Members 
The question most frequently asked by newly appointed facilitators is how to handle troublesome team members. A companion question is when to confront a troublesome participant. 

WHEN to Handle a Difficult Team Member 
A participant is designated as troublesome when his or her behavior is directly and negatively impacting the team's productivity or hindering the team's cohesiveness in terms of openness, trust, commitment, and participation. 
Most facilitators become alarmed too early about team members' conduct and label some as troublesome. Generally, a facilitator should not be too concerned about an individual’s conduct within the early stages of team formation, especially if the undesirable behaviors occur only occasionally. This initial period may be quite different from later meetings, given the considerable amount of transition that may be taking place. 
If the behavior does not subside in an appropriate time period, or is of a severe nature, the facilitator or team leader should take action to address the troublesome member's conduct. 

HOW to Handle a Troublesome Team Member 
In working with this individual, your goal is to reduce, alter, or eliminate the member's undesirable behaviors without hurting his or her self-esteem or capability to contribute. Thus, you should never verbally scold or embarrass the individual in front of the group or even privately. 
Your first opportunity to correct troublesome behavior should be during the meeting. If an individual is dominating the discussion, try, "Helen, you have made several contributions; I want to hear how other group members see this issue." The key is to be direct, but tactful. 
A second option is to talk with the person candidly about the behavior in private. For example, if a person is rarely contributing to the discussion, you might approach the team member before the meeting and say, "Chuck, I really need your input on this issue; is there some reason you aren't contributing?” 
A third option is to use the team's informal leaders, those members most respected for their knowledge and experience. These "leaders" can help if you ask them to tactfully intervene. Finally, you may wish periodically to ask the team to self-analyze their development and to bring negative team behaviors to the surface for discussion. 

Four Common Types of Troublesome Team Members 1. The Mummy 
This person will not freely participate in discussions. The motivation might be indifference, an inferiority complex, confusion about the issues or process, or a feeling of superiority. 
Facilitator Antidotes: 
Be patient. 
Use a warm-up exercise; give the Mummy a major role. 
Ask direct questions to the person on topics you know he or she has expertise. 
Assign these people as subgroup facilitators. 
Ask this member if you can help clarify the process or if someone in the group can help clarify the issues. 
2. The Windbag 
This individual comments too frequently and tends to dominate discussions. He or she also tends to be the first to speak on each issue. 
Facilitator Antidotes: 
Establish procedures to limit the Windbag's discussion, e.g., "Each of you can comment two times for a total of five minutes on this issue.” 
Target questions to other members by name.
Use nonverbal signals, e.g., no direct eye contact, focus on another part of meeting room. Do not assign subgroup leadership roles to person. 
3. The Rambler 
This individual will often get off track in his remarks, misses the point, or uses far-fetched examples to make a point. 
Facilitator Antidotes: 
Preface the Rambler's remarks with, “Bill, because of time constraints, give me your short version−twenty words or less." 
When he pauses, say, "Thanks Bill, but we do need to get back to the agenda." Do not assign a subgroup leadership role to this person.
Consider making this individual a recorder, thus neutralizing his remarks. 
4. The Homesteader 
A person who takes an initial position and is highly reluctant to budge or consider other viable alternatives. 
Facilitator Antidotes: 
Apply "hints" on consensus building.
Overwhelm with facts.
Enlist support of team members.
Give the Homesteader a graceful way out with an alternative. 
An often-asked question is what to do about employees who do not want to be on a team. We advise that you not force involvement, but rather allow the dynamics of the team process and the excitement of other team members to arouse their interest and motivate them to fully participate in the team concept. 








Adapted from Pickett Institute Curriculum
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