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| first met Nerida soon after she took up her role as the new nursing
director at a regional hospital. She’d held a similar position prior, but
moved here because staff at the other place were “toxic and out of
control”. Looking forward to the new start, she’d formed promising
relationships amongst her staff. But over several months, they saw she
was prone to moodiness, smiled little, blamed lots and got cranky with
anyone questioning her directives. As Nerida sensed some weren’t on-
board with her, she became increasingly scratchy, coercive and distant.
As one of her nurse unit managers said, you never knew from one day to
the next, whether she was going to support or snap at you.

Fed up with yet another toxic workplace with alarming behaviours, Nerida left and took up
yet another position. Another honeymoon period ensued, where she praised staff for how
refreshingly different they were. Six months later, the same behaviours she’d faced before,
resurfaced. Nerida didn’t consider a common denominator in all this was her own behaviour.

Like Nerida, wall like to think we bringur bestself to work,yet we all know days when we definitely
d o nWetall have our emotional upgnddownsat wor k and at home. It s na
and more alarming storigbat lead me to suspediad behaviour is on the rise in workplaces worldwide.

The Drain of Disruptive Emotions

IsEmotional SIf-Managemeni{ESMYiving way to emotional extremism? don’'t t hi nk | ' m
Almost a third of those attending my Emotional Intelligence clinics claine txperienéng unacceptable

levels of toxic behaviouat work Teacher s t e linlmanyechdols and acdordileg tosaa me
broad-spectrum surveyf more than 5000 employees and HR peogihildish behaviours ranging from
whining and pouting to tempetantrums, are an altoo-common occurrence in U.S. offices and other
work spaces.

This rénforcesan earlier2014 Guardian report on iy bullyingwhichit styled thed & A £ Sy i arfiLJA RS Y/
in a February 2013 HBR artictetitted The Price of InciviliiyP hor a't and Pearson, |
thousands in the past 14 years on how thegtreated at work, say 98% encounter bad behaviaus A G K

half sayingtheyaretreated rudely at least once a weekp from a quarter in 1998.
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g 0 Sulking, bickering, bitchingbehindbacks, faction Stress Response:
"3“ g— fighting c_jisrgspect,grudgeholding, passiveor pvert Drain feelings, ﬁ'\ought; ng
L& aggressior-i t ' s at pandemic pr I t & Behaviours
PN
x g 0 Toxic work cultures seem to beinning out over Toxic emotions lead to
;v\; é warm and welcoming ones.Rudeness and| Teoxic x;t(wghyslcudsiysges Positive

i i =1 en immune em
- » disrespect is rampant. Emotions| " " oy |EMotions
e 0 Toxicity erupts in heated argumentsyer-bearing
3 bossesand insidious patterns of blame, bullying, T;tm';%is%n
despondency, despair and angtrat lurk below the

EI States

deceptively serene surfas®f manyorganisations.

Dysfunctional behavioutike this sets off negative emotional chaiactions dampening creativity,
declining performance and eroding engagemenhe cost of toxic workplaces is hugketeriorating
teamwork bad relationships, anxiety, stresghronic dissatisfaction, depression, twover and a
proliferation of badbehaviourshat can infectothersand corrode your culture.

Over time, they dispirit, distract, disru@nd drain, weakening our immune systems and leadiag
physical and mentall-effects When emotions run riot over reason, not just individuals but whole teams
can get hijacked by strong feelingad be torn apart. Performance and relationships suffer, aglgeo
either retreat, retaliate or leave.

How do you know if your Team’s turning Toxic?

Try this quick quit use in myel@Workand Creating Constructive Culturpsograms.Tick any warning
signal s ydoyoumotica.ot i ced.

A People lack energyistless, demotivated, A People are distrusting, suspicious, unsure
don’t want to be he others

A More aises, flareupsandout-of-control A Peopleare scratchy, irritable, reactive,
behaviour cynical makecaustic remarks

A Leadersareless tolerantmoreimpatient, A More aggression, impatience, disrespectft
demandingterse, directive behaviour

A People acfrustrated, stressegrelations A People feel insecure, less sabeing
seem strained defensive

A More selfishnesspersonal egosa‘ obk A Blaming, backbiting, sniping, shitching
after yourself mentality behaviour

A Selfprotection has becomehe norm more A Conversationsare guardedwithdrawn or
competition, little collaboration disengaged

If you notice more thart of these consistently and widely appearing within the same {&pan, you
probably have toxic leaks in your culttaedy our team’s in troubl e.

What contributes to Toxic Workplaces?

For sure, poor interviewing and screening processes let thrahgke with dysfunctionalbehaviours
especiallyif we look for technical prowess, toughnesssults or reputation and overlook emotional
intelligence capabilitiedike the ability to get along well with otherét the other end, & also seem to
have prettyweak processes for weeding out these toxic individyalsd sometimes even reward them!
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At amore fundamental level, culturesanoften be the culpritin cultivatingdeeply rooted dysfunctional Q
behaviours So is our upbringing in terms of schema® ' v eaed up,j andthe consequertehaviour "o"§.
patternsand defensive routinethat result from them. In some cases, this extends to chronicsotial 3 é
behaviours arising from serious childhood trauma events we suffered (often in silence). g -
Another contributor aré @tidatype' behaviours leaders display.t ° s a maaneleaders ltam we 3; §
blind to their own negative impacts yet so keenly awaréaél behaviour in othersl also believe we @ i
harbour asecretattraction to strong no-nonsenseleaderscelebratedin film and the mediawho are rg
directiveand tell it like it ifakaabrasive pullying overbearing. S

DANGER — Emotional Blast Zone...

When a leader loses it and starts to blame and berate a staff member in fjont
of others, it can appear as if only the targ#this ire is suffering and getting
the full effect of the blame bl gst. Thi
radars are attuned to what’'s hagpening,
hears or sees this happening also has the same fight or flight readidime
target person. They all go back to work feeling less secure, less trusfing,
wondering if they wil!/l be next. f you
next time you see or hear someone lose it with their kids in a supermarket.

Register your featigs and reactions...

0 When leaders managheir own emotionswell, whent h e ywppnoaczhablepositive, supportiveand
connective people feel understoodyalued andcared for. It brings out the best them and theyput
in extra effort This is resonance and it creafassitive emotional climatethat engage and energise.

0 The reverse is too often true too. When managers dwell in negative emotions, they infect others
with their off-colour moods. They creattissonance and dissatisfaatithat decimates morale.

Even resonant leaders caymow dissonant under stres#\s Daniel Goleman says:RA a a2yl yOS RA
LIS2 L ST o6dzNya (KSY 2 dziihe New L Radefi2d Yeader ol #af,dfssohdnd@ cahy 3 ® £
easily spread to infeaithers with toxic emotions at work

Lack of Emotional Self-Management

But | believe the biggest contributor to people behaving badly at work is a f&€k\b— Emotional Self
Management Teams whoelt emotions get oubf-hand suffer relationshipstrain, cooperation crumble

and ultimately, performanceprivation. In my Working Better Togethesessions | frequently run for
teams in troublethere seems to be an alarming upsurge in emotionally volatile behaviour, coupled with
aWR dzY-® R ¥ $h@e¥ms of being able to manage and regulate disruptive emotions at warid
elsewherefor that matter. This switch from emotional regulation to riot hinges onour levels of
emotionalintelligence (El)

0 A 2010 Hay Group survey of 283 companies concltitcE | dr i ves a f-ithatstaffs per f
and | eader s | ac k iwnagcope withémotiorss atrwork.andkanedikely to be less
competent, act more irritatecbr overbearingand feel more frustrated, submissive or disengaged
than those who have a handle on their feeliogntrol faculties.

0 Whether they’”re pl eapsernnti,cipoauvisn f uha v ipnogi gfneaenlti nogrs
I t ' s ¢thooge toreact as a result of them.

0 Some of us seem dominated bisdiptive emotionsWhen they powerup, they overpower usind
we feel powerless tpreventourselves frongetting onan emotional rollercoaser ride.
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0 When our anygdala— the emotiors control centrein our brain
-t ak es o vvalmerablewe émotienal hijacks where
our feelings run away with us

(]

Abandoning better judgement, we act at the whim of our
emotions and mindlessly do whatever an emotional
impulse tellsus. Anger or its close cousingyitation and
annoyance, has to be the most common emotional hijack.
The consequence of angry outbursénishingwork climate
and relationships is only too well known.

o Venting anger can f-leuezto legitoip dMe feeél powerful antil tha chengcala | i n

cocktailour amygdalaserved upwears off. Then,we usually regret what we said or did undés
influence, i f we' anémirdfalofew impastiortothero ur sel ves

The morewe actin a certain way- pissedoff, positive, pressured or pleasedthe morethat emotional
behaviour becomesraingrainedbrain-habit. We continue to act, feelnd think that way.And kecause
our brains pickup emotional habits from each other, other pdepn your team may copy ypaspecially

i f y o u’ r,ebecause like at cbe mot, many follow the
emotional lead of their leader.

takenover by them. Our feelings control what we say and dp.

2dza i OF YS wdail G(RR2IYIQ (g | &yERled 4 K &
¢L 2 dzaUihderRhe Rfluénce of strong feelings, we act ih
ways we find unfathomable that leave us puzzled, scardd,
furious or plain dumb-founded. Emotional explosions (where you vent your feelings) jor

L

i mpl osions (where you hold stressful feelli ngs

We become disabled, immobilised or overwhelmed by our feelings. We get so preoccuibiedf w
our own emotional state that we lose the ability to do anything else. And this affects our aljility

to do anything to cordtermnmlt itomead e hfi g elcikrigs .] That

Defusing Disruptive Emotions

While somewrithe in the thrall ofdestructive emotions- beingabrasive hostile,pushy* s t-@awne@r i s h’

or constantly pressured or pressurirgothers seem better pisedto be able to disperseor defuse
disruptive emotionsand put the brakes otheir roller-coasters A big part ofEl isabout managing our
moods— understanding ouemotional patterns, recognising hothey affect what we say and dand

controlling strong disruptive, emotions better.

ESMmeansbeing more mindful of our feelings and practising
ways to tonedown overchargedfeelings that hijack you. In fact,
learning the EI skill of salégulation isa mindful activity. | t ’
about learning to control our moods and our emotions by:

0 Being aware obur feelings in the moment tuning into
themand how they help or hinder us

o Engaging our rationdirain to tonedown whatever our
emotional brainistelling us to do
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o Temperingour temper. learning to handle cranky, upsetting, panicked and irritable feelings
o Curbing those impulses to say and do things that damaafeletting fedings dictate or decide

0 Saying emotionally balancednd sying what you feel in honestlirectand respectful ways

SOVITTO Bvinoued

S sazpys) A0}

In her bookEmotional AlchemyTara BennetGoleman talks aboufi (e Kery latest research in
neuroscienceh y Of dzZRAYy 3 G KS ySdzNRPf 23A0FE WYl 3AO ljfdzk NIES NJ
0K2dAKIG G2 0SS WOl dAKIQ 06S7T2N5t Ast sliodzNdgfuac hilydia2s ﬁl-ew
feeling in the bud before it realligkes root and spreads throughout my system and | have tojgo

digging up the entire weedy garden. Mindfulnessn help us disengage from the emotiongl

habits that undermine our lives and relationships...to identify hidden

emotional patterns, bringing thennto the light of awareness so g8

AN

GKFG 6S OFy o0S3AYy (2 TehbdondarcingzN KSANI K
How the Mind Can Heal the Heart, Crown Publishing 2002
You'd think the emotional pat't cked

we have nowestuskwithhBattthe leautyrof our brain is it
can remould itself at any time. Sohé good newsis. emotional
patterns can be unlearned and-learned at any stage in our lives
though the | onger we’ ve been e muooteiingrained duryematienalct i n g
habits becomethe harder it is changend the more effort and practice is required.

ESM Strategies: Feeling Control

ESMis essentiahot only foremotional seHregulation,but longerterm, for team health-and your weH

being too. But how canwe managedisruptive enotions in the momentso we can respond in a more
measured and less manic way?

He r efeww ESM strategies that feature in oWorking with Elclinic (and companion setioaching
guides)to help you and your team handldisruptive emotions betterBasically, mosbdf themfit into a 3
step sequence as this diagram shows.

o All of them depend on mindfully engagirthe
thinking part of your brain. That means your
emotional br ai n nmimwlessyn’ t g ¢
free-run.

« Stand back — see how you act
* Name specific feelings/thoughts

* Develop physical counter-measures

Doing them means anchoring yourself in the
Stop ° Identify physical/mental stop signal

present moment, mindfully taking a step back to
see yourself experiencing emotion§he more

* Practice replacement thoughts attention you focus on whe
Replace[l Practice replacement actions emotionally, the better.

0 G5St A0 SNbwnSIZG G 6 ¢ (a8 2DAdiel
Goleman dubs the process of engaging your
brain’s ratiiKen&a dikSlyiS®HS W iiBThis can put pauseon the
impulseto rush onto the rollefcoaster—a valuable few mirsecondof mentatspace you can think
how to act in a more restrained, effective or balanced way.

In fact all the BM strategies listed below rely onapsingthe-momentin some way- being able to
mentally STOP yoursdigfore boiling overthen check your impulse by askiag K & R2 L FSSf
2NJ al @Ay JorBRAR BKG VRBHEHAKGI A& YI1A§3T YS FSSt tA1S GF
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g Most ESM strategiework onthe ideathat changing thoughts changes feelingthat ultimately the only

"3“2— way to dispel a disruptive feeling fispladng it, since two different feelings have trouble occupyihg

g(g same space at the same timeedings replacement imposinga positive emotion over a negative one

S o Mmeansthatone drops out and it’'s usually the latter.

SRS

A g

W & . . . :

- ESM: 12 Strategies for managing disruptive emotions...

PN

3 1. Know your E-Triggers. Identifying situations or things people say and ,dbat irritate or
unsettle youacts like an early warning systetimat y o u moviag intovolatile emotional
territory and should be on the alert for signaltemotional hijacks.

2. Notice physical symptoms. Your jaw or stomach tightens. Y&eel panic or adrenalisurge.

Then hink of acountermeasureto relieve theself your fists are clenched, flex your fingers

3. Take a deep breath. Each amounts t@ 56 second pauséefore responding. Mmentary but
significant. isone particulamphysical countemeasurehasuniversal applicabilityy o u cflan’ t
stay angry if yodleep breatte. It refocuses you ogour body andhelpsreset feelings

4. Move. When we change oubody position it can change our feelingscause mtion is
linked to emotion.Our lymgh-systemrelies on movement to remove residues tuxic
emotions like cortisol from our body. Take a walk, flap your arms, flex, bostre¢ch

5. Name feelings. It puts you backin touch with the rational part of your braiand gets the
amygdala to releasermaantidote to theemotionalc oc k't ai | i Justsayingl fieal ¢ n  y o u .
annoyedcan instantlymake you less sdNaming feelings for others can also help themn
defuse enotions(W{ 2 dzy Ra f MdiLS 48 FidkQ NIK AR

6. Reframe wind-up thoughts. Thoughts fuelemotions. We oftergo from one bad thought to
the next in achain reaction. Alert yourse{fL QY & A Y RA Yy 3 ) iénaepldcadoudzl y 2 6 ¢
wind-up thoughtwith a more balanced ocalming onehat winds you up less or even chills.

7. See it from their side. This is a particular example of reframing thoughtswe switch to
thinking how they feel or seéhe situation it can calm.Can you see their side of thingsp
Empathycansoothe angerWithout connectivity and compassion, wer emoie Mulnerable
to toxic emotions-both our own and those emanated by others.

8. Acknowledge their annoyance. Instead of trying to control their bad feelings and judgé,
simply acknowledge them. Bej able to connect with others and take a more compassiongte
stance may be pivotal in helping them-geessurise and combat toxic emotions

9. Think consequences: ¢ 2 KI & gAtf KIFLIWSYysZ AT L aké 2[NJ R2 GK
retaliationZ If youthinkc onsequenti ally, you’'re more |careful

10. Ask "What do I really want?" It may be the most centering question you can ask yourself.|JAs
emotions kick in, gur focus movesway fromgetting good outcomes to lessoble motives
like puting them in their place or prang them wrong. Can you calm through askihgivat
is really upsetting me (or theidr by focusing oidwhat | really want from this situatiod?

11. Put it in proportion and scale-down. We ’ ve s ai d t h o enptiohatreadiencfpal at e 01
Consider how you may be exaggerating, personalisirtgpaer your reaction is ovethe-top.

On a scale of-10 (10 being lifeshattering) how bad is this really? Can you scale it down?

12. Choose how you act. Say to yourselt?, SLIJZ L QY layt BoNekit gotdaé beRe2of | &
me?Replace rage with mindfulness:¢ KS OK2A O0S F2NJ YS y26 AR K2g (:
it?¢ Saying tlese things caexert a calming effect in itself.

Whileyou can use¢hesepracticesa| on e , it s wgopr whoterteamagoptsy enrefmu | it f s
easy or quick. It takes perseverance, criticaksaflection, candid feedback from otherand consciously
practising new behaviours until they becomypeur new brairhabit. But in terms of creating more healthy
and productive workspaces, relieving stressestoring wellbeing and protecting yourself from the
harmful effects of toxic emotions, & got to be worth it.
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Our ElI at Work: Working with Emotional Intelligence clinic can helpstaff get startedon managing Q
emotions better We look at what El,igvhy it matters for good worland great teamsnd practise key - §_
tools from the 95page program Guicebook that alsoincludesa matrix of selflearning activitieso do nJ é
after the workshophat can help with becoming more selfaware emotionallymanagng emotions more §
mindfully,and encouraing more emotionally intelligent behaviourfor yourselfand colleagues cis‘ g
B g,
o
3
More on EI at Work Working with Emotional Intelligencand our other emotional intelligenceand g
conversational coachingrogramson-line atwww.thechangeforum.com.

Review our ofline Course Calendar for up-comingdates andevents in your area

Download freeFactFiles or backissues of oucC E-News e-zine for background reading and tips
Download oumDirectory of Programs for outlines of the full range of programs we offer
Contact us anytime toenquire about inrhouse prograns or our generatonsulting services

I > D D

BILL CROPPER - Director, The Change Forum
Tel: +61-(0)7-4068 7591 Mob: +61-(0)429687 513
Email: billc@thechangeforum.com (in|
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