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Case synopsis and analysis
This is a unique chapter, with case studies that allow students to consider how to best deal with conflict and internal struggles between leaders and followers.  In this case study, a new addition to the team, Lucas, is talking behind his boss’ (Robert) back, not meeting deadlines, and making excuses for poor work productivity.  Lucas confuses Robert by consistently asserting negative feelings and aggressive behaviors while presenting an agreeable and even supportive demeanor.
The case study asks students to take the role of a coach and explore ways to help Lucas and Robert work more effectively together. How can the coach get Lucas to recognize and express his negative feelings? What should Robert do to manage the conflict and improve his relationship with Lucas?
Learning objectives:
1) Students will begin to investigate methods to determine a person’s underlying motivations and behavior rationales. 
2) Students will begin to recognize the difficulty of helping a follower work through psychological issues that affect his or her performance and motivation.
3) Students will begin to explore different techniques to manage a follower with passive aggressive behaviors.

Answers to questions in the text:
1. Should Robert confront Lucas directly? 
Many students will argue that Robert should confront Lucas. The professor should explore the pros/cons of such a confrontation. If nothing is done, Robert will grow more resentful at the subversive behaviors of Lucas; Lucas will continue his behavior; and the organization will suffer.  On the other hand, a direct confrontation could backfire, particularly since Lucas is passive-aggressive and seems unaware of the true conflict.  Perhaps Robert should try to approach Lucas gently, and with compassion and mutual understanding. If that does not work, he could voice his concerns to others, and try to get a coach or third party to work with Lucas on his behavior.
2. What can the coach do to get Lucas to express his negative feelings openly? 
A coach could use group coaching with Lucas to help him see his behavior patterns.  Through group coaching and feedback from others, Lucas may enhance his self-awareness and reach a tipping point toward change.  Group coaching could help Lucas be more open, learn from others, and realize that he is not alone in his experiences.  As well, it may lead to a stronger willingness to experiment in new behaviors that could help Lucas in his career. Also, it may be a good idea, at the end of each coaching session to summarize what has been agreed upon, material that can be a base for the subsequent session. Lucas needs to learn to say “no,” when the impossible is expected of him. But he also needs to learn, baby step by baby step, to stick to commitments once they are made.
3. What subjects or issues should be explored with Lucas? 
A coach can work directly with Lucas to uncover his motivations and discover why he behaves the way he does. The coach could explore Lucas’s inner theatre and consider who might have influenced Lucas in the past.  Within the inner theatre, certain relationship themes develop over time—themes rooted in one’s deepest wishes, needs and goals, which contribute to one’s unique personality style. These “core conflictual relationship themes” (CCRT, Luborsky & Crits-Christoph, 1998) become recurring relationship patterns that we take into adulthood. 
In the case of passive-aggressives, this behavior originates in families with highly controlling parents who did not allow their children to express protest or to express their own wishes directly and openly. In many instances, authority figures are overbearing, even hostile. Pseudo-compliance then becomes the child’s way of expressing his or her independence. The problem is that working in organizations, especially hierarchy ones, reminds passive-aggressives of their oppressive childhood experience, hence triggering similar adaptive responses. Consequently, passive-aggressives will behave with respect to their superiors as they once did to the authoritative adults from their younger years by subverting authority in disguised ways. The key to managing passive-aggressives is to first help them recognize the source of their subversive behavior, and then provide an opportunity to express their negative feelings openly and so that it could be dealt with constructively
The coach should explore these relationship themes with Lucas to help find meaning in and resolve some of his behavior patterns.
4. What exercises can Lucas do to practice direct confrontation with Robert? 
The key to managing passive-aggressives is to first help them recognize the source of their subversive behavior, and then provide an opportunity to express their negative feelings openly and so that it could be dealt with constructively. In this respect, open communication between Lucas and Robert is essential as each clarifies their experience of the situation, openly discuss criticisms and negative feedback in order to arrive at mutual understanding and better management of future expectations. The coach can work with both Robert and Lucas to first identify each person’s concerns, encourage them to express their negative emotions in a constructive way, explore sources and underlying reasons for each individual’s reactions and behavior and finally, through this two way dialogue, mediated by an attentive coach, work towards mutual understanding, including identifying concrete actions for each individual to take.
5. What can Robert do to improve his relationship with Lucas?
Robert can learn more about Lucas and his inner motivations.  He could try to be compassionate toward Lucas and work to understand the motivations for Lucas’s behavior.
Potential teaching approaches: 
Below is a way to structure a class based on skill theory and case study 12.1:
· Hold a lecture on the psychodynamic approach.
· Ask students to read case 12.1 and answer the questions.
· Discuss questions in the case study as a class.
· Finally, the professor may choose to conduct in-class exercise 1 and/or 2 below.
  
Exercises for this case study: 
1) In small groups, students should hypothesize about Lucas’s motivation.  Why does he act the way he does?  Students should create a list of possible reasons, based on the psychodynamic approach.
2) Students could talk about a follower or leader with whom they had great conflict.  Perhaps this follower/leader had a style that was overly aggressive or passive-aggressive.  In small groups, students should explore why this person might have behaved the way he/she did. Then they should discuss whether it helps to consider a person’s inner theatre and motivations for behavior. Students can discuss this in small groups or as a class.
3) Role-play: students can role-play a coach, Robert and Lucas.  First, create a list of questions that a coach could ask of both Robert and Lucas. Then do a short role play to try to help Lucas uncover his motivations and to help Robert identify ways to communicate and work with Lucas.  
