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In this module you will:

•	 Discover the objectives and topics covered in the workshop

•	 Discuss the workshop logistics and agree on classroom norms

•	 Define	business	analysis

•	 Review the case study company and new project initiative

Welcome to Survival Skills for Analysts!

This workshop is designed to help you achieve greater success in your work, regardless of 
whether you are:

• A new business analyst 

• An experienced analyst

• A business stakeholder, customer, partner, or user

• Someone who wants to learn more about business analysis 

• Someone who is interested in enhancing their interpersonal skills

If you meet at least one of the characteristics above, Survival Skills for Analysts (SSA) will be 
of great value in your work. No matter how effective you are creating models or analyzing data, 
if you can’t communicate, if you can’t work as a productive team member, if you can’t solve 
problems, then your capabilities to be a good analyst are limited.

“The soft stuff is the hard stuff.”
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What Do You Need to Survive?

Below, are twenty skills, tools, and concepts that analysts must have in order to perform and 
survive business analysis. Following your facilitator’s instructions, match each skill with its 
definition.

Definition Skill
____1. A structured inquiry technique used to understand the 

issues, impacts and suggestions.

____2. The predictable phases experienced by a team during 
its existence.

____3. A level of agreement indicated when all group members 
report being able to live with a particular decision.

____4. Activities performed by a person to effectively interact 
with a group of people at a set time.

____5. Attitudes, biases, and beliefs, often unconscious, that 
screen out information and interfere with perception of 
others’ meaning.

____6. Understanding of one’s own nature, abilities, and 
preferred ways of working and communicating.

____7. The interpersonal and task functions that team 
members perform.

____8. Assisting a team in achieving its goals.

____9. Agreement to take a specific action and be accountable 
for it.

____10. Interacting with other people in a remote location to 
collaborate on project work.

A. B-PER questions
B. Brainstorming
C. Commitment
D. Communication Filters
E. Communication Process
F. Conflict Management
G. Consensus
H. Eliciting  Requirements 
I. Facilitation
J. Interviewing
K. Listening
L. Meeting Management
M. Problem Solving
N. Questioning Techniques
O. Root Cause Analysis
P. Self-knowledge
Q. Stakeholder Analysis
R. Team Development
S. Team Member Roles
T. Virtual Teams
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Definition Skill
____11. A technique for generating large numbers of ideas 

quickly.

____12. A process whereby impasses and/or disagreements can 
be addressed

____13. Identifying and documenting all the different elements 
that contribute to a problem.

____14. Allowing others to feel heard by reflecting, restating, 
and summarizing.

____15. Gathering information about stakeholder needs.

____16. Identifying key people involved with or impacted by the 
analysis work.

____17. Using various methods to ask for information

____18. Scheduled interactions with one or more stakeholders 
to better understand their process, systems and 
requirements.

____19. The cycle of actions and effects by which information is 
exchanged.

____20. Investigating a difficulty or challenge, analyzing its 
causes, and developing possible solutions.

A. B-PER questions
B. Brainstorming
C. Commitment
D. Communication Filters
E. Communication Process
F. Conflict Management
G. Consensus
H. Eliciting Requirements 
I. Facilitation
J. Interview
K. Listening
L. Meeting Management
M. Problem Solving
N. Questioning Techniques
O. Root Cause Analysis
P. Self-knowledge
Q. Stakeholder Analysis
R. Team Development
S. Team Member Roles
T. Virtual Teams
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Workshop Objectives

Survival Skills for Analysts has been designed to help you accomplish a great deal in a short 
period of time. We’ll have discussions and small- and large-group activities to give you not only 
information, but also practice at using the skills, tools, and concepts that comprise the workshop.

By the end of this workshop, you will be able to:

• Describe the most important interpersonal skills required of a BA.

• Understand your Social Style™, its strengths, and its challenges, as well as the Social 
Styles of others in order to work more effectively together.

• Identify the stages of team development, recognize the stage at which a team is operating, 
and understand the development needs of the team associated with each stage.

• Improve the ability of a team to work effectively together toward shared objectives.

• Determine the strengths and weaknesses of virtual teams and how to make them more 
productive.

• Understand the communication process, communication filters, and how to be a more 
effective listener.

• Ask appropriate questions to gain information about an organization, group, system, or 
process.

• Learn about a structured questioning method to understand stakeholder needs.

• Plan, prepare for, and conduct stakeholder interviews. 

• Use a structured problem solving process.  

• Assist team members in resolving conflicts and create an environment for commitment.

• Plan, prepare for, and facilitate meetings. 

• Review a business analysis plan, and measurements to improve BA performance.
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Workshop Outline

Use this outline as your guide for the Workshop.

Module 1 Introduction
Module 2 Interpersonal Style and Stakeholder Analysis
Module 3 Team Development
Module 4 Effective Communication
Module 5 Questioning and Interviewing
Module 6 Problem Solving
Module 7 Conflict Management
Module 8 Meeting Management and Facilitation
Module 9 Improving Business Analysis Performance

The SSA workshop focuses on the interpersonal aspects of business analysis and requirements 
discovery. The analysts’ ability to understand and manage interpersonal interactions with project 
stakeholders, listen effectively, ask appropriate questions, conduct interviews, assess business 
needs, assist with problem solving, manage conflicts, run meetings, and facilitate group sessions 
is critical for successful requirements discovery. Combined with a wealth of specific elicitation 
techniques, these survival skills ensure that stakeholder needs are accurately identified, 
understood, and communicated. 

Business Analysis

Business analysis is the set of tasks and techniques used to work as a liaison among 
stakeholders in order to understand the structure, policies, and operations of an organization, 
and to recommend solutions and enable the organization to achieve its goals.1

Business analysis is appropriate whenever an organization wants to understand, fix, redesign or 
otherwise improve an existing process, system, or portion of the organization. 

1 Business Analysis Body of Knowledge (BABOK) version 2.0 (International Institute of Business Analysis (IIBA), 2009).
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International Institute of Business Analysis (IIBA)  
Business Analysis Body of Knowledge (BABOK) Competencies

Business Analysis Planning & Monitoring 

• Conduct Stakeholder Analysis

• Plan Business Analysis Communication

• Manage Business Analysis Performance 

Elicitation

• Prepare for Elicitation

• Conduct Elicitation Activity

• Document Elicitation Results

Underlying Competencies

• Analytical Thinking and Problem Solving

• Behavioral Characteristics

• Communication Skills

• Interaction Skills 

Techniques

• Brainstorming

• Interviews

• Root Cause Analysis

• SWOT Analysis
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Workshop Materials

As part of this workshop, you will receive the following:

• Participant Guide

• Appendices

• Recommended Reading

• Glossary

• Index

• Exercises

Workshop Logistics

Use the table below to record the logistics for your particular workshop.

Instructor

Instructor’s e-mail

Start/end times

Lunch (approximate)

Breaks

Devices

EVALUATION COPY

Unauthorized reproduction or distribution is prohibited.



Module 2  |  9

Survival Skills for Analysts
SSA_V3_1

Module 2 Interpersonal Style and 
Stakeholder Analysis
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In this module you will:

•	 Identify and understand your own interpersonal patterns of behavior 

•	 Recognize the strengths and challenges of each Social Style

•	 Determine ways to be more versatile and work better with others

•	 Perform stakeholder analysis

One key to surviving analysis work and the requirements development process is forming 
and maintaining good working relationships with others. This module provides a foundation 
for understanding interpersonal relationships. We’ll start by discussing the importance of 
an analyst’s self-knowledge in any working relationship. Then we’ll introduce a model for 
recognizing and understanding one’s own interpersonal patterns of behavior in relationships with 
others.

Once we feel comfortable recognizing our own interaction style, we can make use of these same 
characteristics to help identify the interpersonal style of others. During this stakeholder analysis, 
we lay the foundation for more productive meetings, communications, conflict resolution and 
other important factors in working with people. 
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The Social Style Model™

Developed by David Merrill, Ph.D., and Roger Reid, founders of The TRACOM Corporation2, 
the Social Style Model™ helps to identify patterns of social behavior that people demonstrate. 
According to this model, there are four styles of behavior. Each of us exhibits characteristics of 
all the styles, but we also have one style that we prefer or that dominates.

The dominant style influences the way we behave, work, interact with others, and communicate. 
One of the benefits of the Social Style Model is that it relies on observable behavior. In other 
words, we don’t have to psychoanalyze ourselves to discover what our dominant style is. Instead, 
we can infer our dominant style simply by examining our behavior.

Social Style is inferred from two behavioral dimensions: assertiveness and responsiveness. These 
are defined as follows. 

Assertiveness

The degree to which you are seen as tending to ask or  
tending to tell as you interact with others. 

Responsiveness

The degree to which you are seen as tending to control or  
tending to outwardly display your feelings and emotions.

Let’s look at these two dimensions in more detail.

2 The SOCIAL STYLE MODEL™ and related materials in Performance Management are based on original trademarked and 
copyrighted works of The TRACOM Corporation. The materials contained herein are used with permission of The TRACOM 
Corporation for the purposes of “Performance Management” training programs only. All other uses are prohibited. All Rights 
Reserved—1999.
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Assertiveness

Assertiveness varies along a continuum of communication styles. The extremes can be thought 
of as asking or telling. In conjunction with each extreme, there are other behavioral indicators, as 
you can see from the figure below.

Assertiveness
Ask Tell

Soft HANDSHAKE Firm

Low VERBOSITY High

Intermittent EYE CONTACT Steady

Tentative STATEMENTS Emphatic

Few GESTURES Many

Low VOICE LEVEL High

Slow VOICE SPEED Fast

Little variance VOICE INTONATION Frequent variation

Hesitant COMMUNICATION Eager

Slow MOVEMENT Fast
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Responsiveness

Responsiveness varies along a continuum of self-expression. The extremes can be thought of as 
controlling feelings or emoting, which is showing/revealing feelings. In conjunction with each 
extreme, there are other behavioral indicators, as you can see from the figure below.

Responsiveness

Less More

Limitevd FACIAL EXPRESSION Animated

Limited HAND & BODY MOVEMENT Much

Disciplined TIME PERSPECTIVE Flexible

Factual CONVERSATION Anecdotal

High Emphasis FACT & DETAILS Low Emphasis

Avoids Sharing PERSONAL FEELINGS Shares

Avoids PERSONAL CONTACT Seeks

Slow NON-VERBAL FEEDBACK Immediate
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The Social Styles

By plotting assertiveness/responsiveness, we generate a four-quadrant model, as depicted in the 
figure below.

The four styles that make up the model are: Analytical, Driving, Expressive, Amiable

Let’s explore the styles in further detail.
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Social Styles Strengths and Weaknesses

Each style can be described differently. Of course, each style has its benefits, and no one Social 
Style is better than another. However, each style also has its challenges when faced with stress. 
Let’s consider the strengths, weaknesses and how others perceive you.

What is your Social Style ________________________________________________________

List the strengths of your Social Style (what you do well, what you bring to the team)

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________

List the weaknesses of your Social Style (what easily frustrates you, how do you respond when 
under stress)

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________

How do others perceive you? (positive and negative)

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
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Analytical Driver

Strengths Weaknesses Strengths Weaknesses

Amiable Expressive

Strengths Weaknesses Strengths Weaknesses
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Social Style and Backup Behavior

When things are going well, each of us displays our predominant Social Style usually with 
the most positive aspects, plus some elements of each of the other three styles. However, this 
changes a bit when we are faced with high levels of non-productive stress.

Under pressure, each of us reverts to our dominant Social Style. Moreover, we tend to display 
some of the most negative characteristics of that style. The greater the stress, the greater is the 
tendency to revert to this backup style. Unfortunately, this usually impacts other people that we 
interact with who will then revert to the negative aspects of their Social Style. 

The figure below lists the backup style associated with each of the four Social Styles.

 
Avoiding

 
Autocratic

Acquiescing Attacking 

Analytical

Amiable

Driving

Expressive

When stressed, what can you do to get back to the positive aspects of your Social Style?

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
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Versatility

There is a third element to the Social Style model: versatility. Versatility is a measure of the level 
of social endorsement accorded to an individual by others. 

Versatility

The extent to which others see you working to make a relationship 
mutually productive.

These elements of versatility hinge on how well an individual:

• Understands his or her own Social Style as well as the Social Style of those he or she is 
interacting with.

• Understands the difference among the Social Style themes.

• Is able to effectively utilize the appropriate behaviors to meet the Social Style needs of 
the individual(s) he or she is interacting with.

Most people do much of this adjustment unconsciously or intuitively. BAs often find it more 
effective to adapt their style of interpersonal interaction—their pattern of behavior and affect—
to that of the IT team members, business partners, customers, and/or users with whom they are 
working. It’s certainly more proactive for an individual BA to be versatile in his or her Social 
Style than to hope that others will or to wait for them to do so!
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Working with Others

In working with others, it is important to use versatility to modify our behaviors to be more 
acceptable to those with whom we are dealing. This is not to say that you need to change who 
you are, more important just adapt to a given situation to improve interactions with others. Let’s 
identify some effective strategies when interacting with other’s Social Styles.

What can we do to interact more effectively with the Analytical Social Style

The analytical style is thinking-oriented, statistical, distant, logical, and independent 
yet cooperative. This individual is disciplined about time, somewhat slow to act, and uses 
facts to avoid risk.

To be effective with someone of the “analytical” Social Style:

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________

What can we do to interact more effectively with the Driving Social Style

The driving style is action-oriented, independent, do-it-my-way, competitive, and disciplined 
about time. This individual moves quickly, takes risks, and makes decisions based on facts. 

To be effective with someone of the “driving” Social Style:

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
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What can we do to interact more effectively with the Expressive Social Style

The expressive style is intuitive, stimulating, personable, impulsive, warm, approachable, and 
competitive. This individual is fast to act but undisciplined about time, takes risks, and bases 
many decisions on opinions. 

To be effective with someone of the “expressive” Social Style:

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________

What can we do to interact more effectively with the Amiable Social Style

The amiable style is relationship-oriented, supportive, likeable, reserved, warm, approachable, 
and cooperative. This individual may be slow to act and undisciplined about time, avoiding risk, 
and taking actions based more on feelings than facts. 

To be effective with someone of the “amiable” Social Style:

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
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Classification Ethics

To use the Social Style Model ethically, we should observe a few guidelines:

• Remember that, like any model, Social Style is an abstraction and therefore necessarily 
lacking in complexity and somewhat incomplete.

• Use style data and information constructively.

• Analyze others only to improve relationships and to work better together.

• Don’t speak negatively about any Social Style, including your own, even when joking.

• Don’t use the styles for evaluation or judgment.

• Don’t use the styles to excuse your behavior.

• Note that this is a Euro-centric model and may not translate to all cultures.

With these guidelines in mind, the Social Style Model can be useful for understanding and 
predicting patterns of behavior. It can help to improve communication, teamwork, problem 
solving, decision making, and overcoming conflict, elements that are all important for project 
success.
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Stakeholder Analysis 

Stakeholders play a key role in every aspect of a project so it is very important for the analyst 
to identify and analyze them early in a project initiative and throughout the work effort as 
necessary. When stakeholder analysis is missed, valuable information, requirements, expectations 
and ultimately project success can be challenged.

Stakeholder

Person, department, or functional area internal or external to our organization that is 
directly involved with or affected by the area being analyzed (project). The stakeholders 
will	provide	key	information,	help	define	requirements, and be impacted by changes to the 
system or process.

Identifying and analyzing stakeholders helps for the purposes of:

• Meeting interactions – who to invite, scheduling, time zones, availability, location and 
type of meeting

• Defining roles and responsibilities – decision making capabilities, level of involvement, 
methods of participations, expectations of stakeholders

• Establishing rapport – best ways to build and maintain a relationship, comfort zones

• Interviewing – what’s in it for them, level of detail

• Recognizing business expertise – skills and knowledge, compliance, authority

• Gathering information – level of details, types of information exchanged, who has the 
information, security considerations and sensitivity of information

• Documenting requirements – stakeholder needs, scope management, document format

• Communication – format and presentation of information, feedback methods

• Maintaining stakeholder buy-in and involvement – managing the team dynamics, conflict 
resolution, participation, and meeting expectations

The success or failure of a project may hinge on the relationships and interactions with 
stakeholders. 
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Stakeholder Attitude 

Stakeholder attitude is important to consider when planning and executing stakeholder 
interactions. Someone who seems very difficult to work with may have a particular attitude 
about the project, analysis team (or team members), concerns about job changes, or fear of the 
unknown. By understanding stakeholder attitudes, the analyst can be more productive in working 
with each person on a more individualized level. Here are some points to consider.3

• Do they believe that the solution will benefit the organization?

• Will the benefits affect them directly or be accrued elsewhere?

• Are the possible negative effects of the initiative on this stakeholder greater than the 
rewards?

• Do they believe that the project team can successfully deliver the solution?

• Do they see value in defining their requirements or do they present solutions and expect 
the requirements to be contained in that solution, and believe that this will enable them to 
avoid requirements definition?

• Have they had success on previous collaborative efforts?

• Does the organization reward collaboration?

• Is the organization hierarchical in nature, rather than team-based?

• Are personal agendas the norm?

• On cross-functional efforts, do the SMEs support the sponsor or are there SMEs who 
would prefer another sponsor?

• Have key members of the project team (including but not limited to the business analyst) 
built trusting relationships or have there been prior failed projects or project phases 
involving those people?

3 Business Analysis Body of Knowledge (BABOK) version 2.0 (International Institute of Business Analysis (IIBA), 2009).
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Stakeholder Influence

When the analyst needs stakeholder involvement, it is helpful to recognize who has the ability to 
engage and influence the outcome of the effort. Keep in mind of course that some people have 
a positive influence, and some people have a negative influence. It is also important to consider 
that influence can be tied to or be independent of authority. Some people just have the ability to 
get others to do things in a certain way, and there is no authority involved. The reaction is simply 
a result of the charisma, charm, power of suggestion, persuasion, or other tactics that a person 
has to influence the way that others interact.

•	 Influence	on	the	project	–	Do they control budget, resources, or knowledge? Are they 
directly impacted or involved with the processes or systems in the project? 

•	 Influence	in	the	organization	–	Do they have a role which gives them managerial 
capabilities or a particular leadership capacity over others either formally or informally, 
in title, election or simply taking on the responsibility?

•	 Influence	needed	for	the	good	of	the	project	–	Is there support for change, concern 
about job performance or security, ability to gather the right resources, gain buy in 
and stakeholder involvement, good meeting attendance, participation and information 
exchange?

•	 Influence	with	other	stakeholders	–	Is it apparent who is for and against the project 
initiative, who holds the group’s attention, who is the ring-leader and who are the 
followers, and how are people incentivized? 

These insights can help the analyst better understand the group in a productive manner and help 
persuade various people to support the project.
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Stakeholder Authority

Some stakeholders have very high levels of authority based on their job title or project role. For 
example the project sponsor, executives, directors, or managers will often have the authority to 
approve budgets, assign timeframes and resources, make decisions, vote or veto requirements 
and design elements, approve or reject project components, and perform various other 
authoritative tasks. 

Other stakeholders may have more individualized authority to review job activities, discuss 
particular business rules or procedures, specify and approve requirements or design elements. 

Then there are stakeholders who have very little, if any, authority. They may be informed of a 
change, just so that they will be aware of what is happening and when, but not have any input 
into the change itself. 

One way to document stakeholder authority and involvement in a project is by using a RACI 
Matrix4. The appropriate letter is used to signify the stakeholder’s level.

[R]esponsible	– people who perform the work

[A]ccountable – the decision maker (usually only one)

[C]onsulted – must be consulted to provide information and give input

[I]nformed – must be notified of the outcome

Documenting Stakeholder Information

A stakeholder analysis can include any variety of information that will help the analyst 
understand the stakeholder community. This can be created once stakeholders are identified and 
then updated throughout the project as information changes.

Name Project 
role

Department Social 
Style

Attitude Influence RACI Location Phone 
number

Jane User Marketing Driver Positive High I Colorado x3827
Mary SME Accounting Amiable Hesitant Medium R California x4521
Jack Dev IT Analytical Agreeable Low C Maine x8998
Dillon Support IT Expressive Negative High R NYC x5436
Bob Director Marketing Driver Positive High A Colorado x7656

4 Business Analysis Body of Knowledge (BABOK) version 2.0 (International Institute of Business Analysis (IIBA), 2009).
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Analyzing the Stakeholder Group

Now that you understand the components of individual stakeholder analysis, recognize how 
they interact and respond in a group environment. Some individual characteristics will change 
depending upon the group that they are in, the timeframe of the interaction or situational factors. 
There are a variety of factors that can make stakeholder groups easy or more difficult to work 
with. Consider the following when analyzing stakeholder groups.

Easier More Difficult
Size Small group Large department or division
Activities Similar process and systems Wide range of diverse processes and 

variety of systems
Location Centrally located Geographically dispersed or virtual 

office
Knowledge and 
work effort

Simple, repetitive, no special 
skills or training required

Very complex, high skill level, 
specialized knowledge

Politics Takes a more objective 
approach to decision making

Bases decisions on political factors 
and relationships

Culture and 
Language

Similar cultural values, same 
language spoken, read, written 
and understood by all

Wide range of cultural differences, 
different languages, dialects, 
word and terminology, degrees of 
knowledge

Team interactions Self contained work areas Multiple divisions or departments
Change Accepting of change effort Resistant to change effort
Management 
style

Self motivated, empowered Lacks motivation, micromanaged, 
lead from above

The stakeholder group and how they interact with people involved in the project is a topic for the 
next module, team development.
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Real World Application of Interpersonal Style

• Effective interpersonal relationships are critical for the success of any analysis work.

• People are very complex, but we can observe patterns in their interpersonal behavior.

• Self-knowledge involves understanding our own patterns of interpersonal behavior.

• The Social Style Model™ helps us understand and predict patterns of interpersonal 
behavior and affect.

• Key attributes of Social Style include assertiveness (tendency to ask or tell), 
responsiveness (tendency to show or to control emotion), and versatility.

• To maintain effective relationships with stakeholders, analysts should perform 
stakeholder analysis during the initiation of a project and throughout the project effort as 
interactions, attitudes, influence and other factors change.
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In this module you will:

•	 Define	and	identify	the	factors	that	create	conflict

•	 Discuss	the	pros	and	cons	of	conflict

•	 Recognize your personal conflict	style	and	how	that	can	impact	the	team

•	 Identify	ways	to	handle	conflict	in	a	team	through	a	process	of	conflict	management

•	 Understand	various	methods	for	overcoming	conflict

•	 Gain stakeholder consensus and buy-in

•	 Achieve commitment to improve  project success

Conflict	is	both	unavoidable	and	absolutely	necessary	for	organizational	growth,	team 
cohesiveness, and healthy interpersonal relationships.18

There, it’s said, conflict is OK. Now for most of us we are still shaking our head thinking, “I 
don’t like conflict” and for many people that’s true. For others, it may be a standard way to 
operate, always on the defensive, looking for a fight, a little on the aggressive side. This module 
will give us a chance to look at conflict from various   viewpoints. We will define conflict, get a 
better understanding of how it can be good and bad, identify your own personal conflict style and 
how that can help or hinder the team. We will consider conflict in a team environment and review 
a list of methods to help overcome conflict.

Consensus and commitment will led to better more productive work environments as well as 
more successful projects. 

No doubt, conflict management is probably the most challenging and necessary topic. Sometimes 
things go well and everyone gets along. But, when it doesn’t, and to be fair, it is only natural that 
conflict will arise, we all need to know how to deal with the situation and find the best ways to 
get back to a productive and comfortable place.

18 Dr Pat Heim, Conflict: Rules of Engagement (corVision Media Inc, 1997).
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Conflict

A major challenge when dealing with other people is the inevitability of conflict. Whether it 
occurs between the leader and one or more group members, or when conflict arises between two 
or more members, conflict makes us and others uncomfortable. Whenever two or more people 
hold and express opposing views, there’s the potential for conflict. We’ll define a conflict as a 
disagreement that has become disruptive.

We’d all prefer that everyone just get along. But if a team is really going to work together, it will 
experience conflict in sorting out the roles, responsibilities, and norms. Let’s examine the nature 
of conflict and what can be done to manage it.

Conflict

Differences in views or perspectives that cause two or more people to be unable to 
achieve a mutually satisfactory outcome.

One thing that experts in negotiation and conflict management recognize is that all perspectives 
are rooted in an individual’s value system. And because no two individuals have identical 
values (due to differences in upbringing, personality, faith traditions, economic background, 
etc.), no two individuals have identical perspectives. (Recall the discussion in the Effective 
Communication module on communication filters, which also derives in part from one’s values.)

These facts about conflict are important because they can help BAs replace erroneous beliefs 
about conflict with accurate knowledge. 

Key points include:

• No two people have the same values

• Values and filters drive perspectives

• No two people have the same perspective

• Conflict is inevitable

From these points, we can begin to see a possible approach for managing conflict. If two or 
more people who disagree can find a way to learn about each other’s values, they might come 
to respect one another and find some commonality between their values. And either respect or 
common ground can provide the basis for discovering a mutually acceptable alternative.
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The	Pros	and	Cons	of	Conflict

Let’s face it, conflict is uncomfortable for just about everyone. And for most people in a 
business environment, each person will do what it takes to avoid conflict. Unfortunately, 
conflict avoidance can lead to stagnation, poor performance, morale issues, loss of creativity, or 
mediocrity, and in the long run hurt the abilities of the people and team members to perform at 
their best. This isn’t to say that people should fight it out at all costs. However, it does recognize 
the benefits and opportunities that conflict and the ability to overcome differences has in creating 
a more productive team dynamic and more successful end result.

Consider the pros and cons of conflict. Make a list of all the “pros” – the ways that conflict helps 
or improves things, and the “cons” – the ways that conflict is problematic. It is hoped that in 
making this list, you can realize that conflict itself can be productive and useful when it is used 
appropriately and should be properly handled when it is not productive.

Conflict Pros Conflict Cons

Note: Personality conflicts within an organization (as in a family, team sports, school or 
many other environments) is inevitable. This information can help improve the tolerance and 
acceptance of others, but of course there will always be people that we don’t like, or that don’t 
like us. Being a professional should mean that everyone acts and performs in the best interest of 
the group as a whole. But, people very commonly behave in a manner that is in their best interest 
or that feels most comfortable. Good, bad or otherwise, this information is intended to improve 
the situation. Considering the nature of conflict, this process may be long and difficult to resolve. 
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Conflict Styles

Everyone has a “conflict style”, although there are some components of the Social Style that can 
contribute to conflict style, it isn’t quite as easy to define. 

What leads to a conflict style? Each person’s upbringing, social and cultural environment, school 
experience, ego, stress level, comfort-zone, competitiveness, thoughts about conflict itself, 
feelings of being accepted or outcast, confidence level, and how you interact with other people. 
Consider the following to help determine what your conflict style might be:

Note: Although the conflict	style	recognizes	the	personality	and	willingness	to	engage	in	conflict	
situations,	it	doesn’t	create,	prevent,	or	change	the	outcome	of	the	conflict.	

Each person may respond differently to the situation regardless of their typical conflict style. 
For example, someone who is quiet, keeps to themselves and avoids a work situation that would 
result in conflict, may become very direct and stand up for their child against a belligerent 
teacher. Equally, a person who feels comfortable creating conflict and acts as a squeaky wheel 
always demanding more attention may remain tentative in the presence of a senior level 
executive who they are fearful of insulting.

This discussion of conflict style as with Social Style is not a mechanism to judge or critique. One 
is not better or worse than the other, it just helps to understand the differences. 

What is your conflict style?______________________________________________________
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Managing	Conflict	Personally

People	that	avoid	conflict – Dislike confrontation and will do many things to avoid difficult 
personal situations. They will remain in their comfort zone as much as possible. People that 
avoid conflict will disengage from the team, ignore underlying issues or keep the frustrations 
bottled up only to feel more angry or victimized later. Unfortunately, this may lead to others 
believing that they lack interest or perform at a lower level. While avoiding conflict they 
may also avoid taking risks, contributing good ideas, discussing critical issues or actively 
participating as a team member. 

What should someone who commonly avoids conflict do to be more effective in conflict type 
situations?

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

People	that	allow	conflict – Often get more energized by an active debate. They can see 
different possibilities and sometimes even thrive on creating or participating in the drama. They 
can easily get bored or lose interest in something if it doesn’t seem worth pursuing. Overcoming 
adversity and conflict keeps these people challenged and actively engaged. Unfortunately, their 
enthusiasm and emphatic communication style can often lead to misunderstandings and hurt 
feelings. They may or may not be aware or concerned with how others are “feeling” about a 
situation, but are focused on achieving the goal. 

What should someone who commonly allows conflict do to be more effective in conflict type 
situations?

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

Remember that each Social Style can display negative aspects under stressful situations. As well, 
the individual roles that can impact a team can also be a source of conflict. Each person needs 
to be aware of and correct their behavior as necessary to improve the outcome for everyone 
involved. 

Never underestimate the power of “please,” “thank you” and most importantly “I’m sorry.”
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Conflict Management for the Team

Once each person understands their conflict style and how that can help or hinder their response 
to a situation, the next step is to recognize how the team can be more productive in a conflict. 
Unfortunately, many people think that if they simply avoid a difficult discussion, or hide at their 
desk long enough, the problem will go away. Nothing could be further from the truth.

“One	of	the	great	ironies	about	conflict,	is	that	conflict	is	a	central	component	for	
developing team cohesion in the workplace.”19

It can’t be stated enough, conflict is normal, natural, and necessary. Conflict is conducive to 
deeper analysis, generating great ideas, better solutions, and important team bonding. Let’s 
investigate how conflict can be managed and productive instead of harmful and destructive.

•	 Build	trust	–	Team members MUST feel like they can communicate open and honestly 
without judgment or criticism. 

•	 Establish conflict	norms – Establish the “rules of engagement” for things like 
interruptions, debate, methods to stop an argument, steps to facilitate conflict, parking lot, 
agreed limits to difficult discussion, how various behaviors should be handled, etc.

•	 Air	out	the	conflict	directly	and	immediately – Address the conflict directly by 
observing and stating what is happening to create the conflict. Don’t allow the conflict to 
fester or be discussed outside the meeting or team as it will only escalate the frustrations. 

•	 Encourage the behavior – As long as it stays professional and appropriate, let everyone 
know that although they might be uncomfortable, they are encouraged to work through 
the conflict. This removes the guilt and anxiety about the situation, as often the tension is 
worse than the conflict itself. 

•	 Agreement is not the expected outcome – People don’t have to agree in the end. They 
can still have differences of opinion which remain valid. The final agreement need only 
be to take action with some workable outcome.

•	 Learn	and	improve – Decide what worked well within the conflict and encourage that in 
the future, for example, more thought provoking discussions, risk management, exploring 
various viewpoints, etc. Improve things that were still difficult or problematic. Conflict 
management takes practice and patience to become productive.

19 Dr. Pat Heim, Conflict: Rules of Engagement (Cynosure Productions, Ltd., 1997).
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An Approach for Managing Conflict

To implement this conflict management philosophy requires a structured, well-defined process. 
A five steps process follows along with an example using an actual conflict. Notice how similar 
these steps are to the problem solving process in the previous module. 

1. Share viewpoints 

Each participant states their position on the issue.  This helps ensure that each person 
is heard, while at the same time separating each view from the individual who holds it. 
That promotes a little objectivity. Beyond just speaking and hearing the information, a 
good option is to record each position in a publicly viewable medium such as a flip chart, 
whiteboard or virtual collaboration tool.

2. Gain understanding 
Each person then has the opportunity to explain the reasons they have taken their 
position.  When a conflict exists, people and their views have become polarized. This 
leads to us vs. them or either/or thinking, where the parties see their respective points 
of view as mutually exclusive. Drill down by asking “why?” in various ways. You’re 
seeking the reason for each person’s point of view and especially for the values that drive 
it. Paraphrase what you hear both to validate each person and to ensure understanding. 
And above all, listen for and reinforce common values. 

3. Agree on the problem    
Identifying common underlying values and views helps us move to both/and thinking. 
Agreeing on the actual problem is critical to recognizing potential solutions. If the two 
parties involved are still adamant about arguing instead of defining the problem, then 
the next steps will be stalled and progress will be minimal. If instead, both parties can 
come to an understanding and agreement of the problem they face together, then they are 
willing to move forward into resolution.

4. Solicit solution ideas 
Facilitate a brainstorming session, if necessary. Don’t offer suggestions or ideas until the 
parties involved have completely exhausted any possibilities. To take ownership of the 
solution, the participants must negotiate an equitable and appropriate resolution. Each 
side will have to give and take something to make the solution work. The BA is not 
negotiating on someone’s behalf. Instead they should be facilitating the opportunity for 
two people to determine the most workable outcome.

5. Reinforce agreement and decide on next steps 
Listen for and reinforce areas of agreement. Then develop a plan to carry out the solution. 
Assist the people involved in determining who will do what, by when, and how the 
resolution will be followed up. They don’t have to love the outcome, but they do have to 
take the agreed upon actions.
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A Conflict Management Example

Two analysts are having a difficult time deciding how to best produce uses cases and test cases.  
A third person is involved to facilitate the conflict. Two individuals could also try these same 
steps, but it may not be as effective as having an unbiased facilitator.

This is the discussion to handling the conflicting viewpoints and come to a resolution.

1. Share the viewpoints 
“Liz – My idea is to wait to write the test cases until all of the use cases have been 
defined.	 
 
Jose	–	I	would	prefer	to	write	test	cases	as	each	use	case	is	defined,	and	then	add	
additional test cases if needed.”

2. Gain understanding 
Liz - I’m  most concerned about our quality, which will help us meet our customer’s 
stated standards. We can get the highest quality if we write all the test cases at one point 
in time. 
 
Jose – The reason I sggest to write test cases in this way is because I care about our 
speed and meeting our promised delivery date. I  want to be sure that we can perform 
testing as quickly as possible. 
 
“It seems that both of you care a lot about satisfying our customer.”

3. Agree on the problem 
“So what can be done to develop our test cases both quickly and accurately?”

4. Solicit solution ideas 
“Let’s brainstorm some ideas for making this process work better going forward.”

5. Reinforce agreement and decide on next steps 
 “We’ve agreed we’ll write our test cases as batches of use cases are developed for each 
feature or capability. We’ll need someone to communicate this to our colleagues. Who 
would be willing to do that?”

EVALUATION COPY

Unauthorized reproduction or distribution is prohibited.



96  |  Module 7

Conflict Management

Survival Skills for Analysts
SSA_V3_1

More Tips for Handling Conflict

There are dozens of books, websites and speakers whose message revolves around handling 
conflict. This list includes many of the tips suggested to help us as individuals overcome our 
conflicts with others, as well as work towards mutual resolution. This is a common sense 
approach that is worth reviewing.

•	 It is not the person that is the problem, it is the behavior.  
For example, “I wish you wouldn’t talk down to others that way.” Instead say,  
“Talking down to others isn’t very helpful to improve their performance.”

•	 It is not who’s wrong, but what’s wrong.  
For	example,	“You	always	fill	out	the	form	incorrectly.”	Instead	say,	“This	form	seems	
to	be	difficult	to	complete.		So	what	should	be	done	to	improve	it	so	mistakes	aren’t	as	
common?”

•	 Presume everyone has virtuous intentions and reasonable motives. You may not 
understand them, and may not need to.  
For example, Bob has been late everyday for the last few weeks and it’s impacting work. 
His boss might approach him by saying “Bob, you usually do a good job getting in on 
time, but haven’t been able to lately. You must have a lot going on in the mornings.”

•	 Golden	rule	–	do	unto	others	as	you	would	have	them	do	unto	you. 
For example, “I feel uncomfortable when people talk about others in a negative way. 
Let’s all work harder to give positive feedback and explain our concerns to improve the 
situation.”

•	 Platinum	rule	–	do	unto	others	as	they	would	like	to	have	done	unto	them.20 
For example, if you like to talk in front of a group, but someone else feels uncomfortable 
with that, don’t call them out and then insist they stand up and facilitate a discussion.

•	 Equal parts critique with care and appreciation. 
For example, “I respect that you have worked really hard on this project and want to 
see it succeed. I’ve noticed lately that your tone when talking to stakeholders is a little 
abrasive. Maybe they would be more willing to contribute if we talk to them together.”

•	 Ask	for	the	other	person’s	advice	in	the	situation.	 
For example, “I feel like I haven’t been able to communicate very effectively with you 
lately. How can I improve this situation?”

•	 You can’t change a bad habit, you can only replace it with a better one. 
For example, if you commonly withhold your comments in a meeting even when others 
ask for your suggestions, try stepping up and offering ideas before you are asked.

20 Dr. Tony Alessandra, The Platinum Rule (Warner Bros., 1996).
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•	 Do’s are better than Don’ts.  
For example, “Don’t update the document without letting others know.” Instead say, 
“Can you please let me know when you update the document.”

•	 Avoid defensiveness. If you feel and sound defensive, the other person often responds 
by attacking more. Alternatively, allow others a face saving device so they can avoid 
reacting in a defensive manner.

•	 Point counterpoint discussions. Each time someone says a point, the other person in 
conflict must restate or reflect the first point before stating their own. This allows others 
to feel heard as well as allowing the two people to better understand each other.

•	 Actively listen. Listening only to make your point or debate the issue further is not 
listening to the other person. Really focus on what the other person is saying without an 
internal dialog planning what to say next.

•	 Avoid the word “BUT”. If you restate the other persons point and then say “but” or 
“however” then you are in rebuttal mode. Instead turn “but” into “AND” to allow for 
both points to be equally considered.

•	 Practice self awareness. If you realize that you have moved into the negative aspects of 
your Social Style or you are displaying an individual role like ignoring or grandstanding, 
then find more appropriate ways to handle the issues.

•	 Pain and frustration are contagious. Like a virus, a sour mood can affect everyone 
around us and be easily escalated by the slightest infraction. Your “pain body” wants 
to feed upon other pain bodies and will do whatever it can to get others feeling bad, 
frustrated and angry. Guard against spreading a bad mood, like you would guard against 
spread germs.

•	 Work	on	rebuilding	rapport. Build on the positive aspects of the relationship or 
situation, using commonalities and mutual interests. 

•	 Complaints are not conversation. Although it is helpful to be able to vent frustrations, 
there is a point when it becomes counterproductive to both the conversation as well as the 
relationship.

•	 Legitimize	other	people’s	feelings	to	put	yourself	in	their	shoes	and	empathize	
appropriately. 
For example, “I would feel angry too if I had to work this weekend because the testing 
didn’t get completed on time.”

•	 Consider how others perceive you in the situation.  
For example, Jack might think that Jan is being irrational and not considering the most 
obvious answer to solve the problem. At the same time, Jan might think Jack is being 
overbearing and trying to impose a solution that she doesn’t agree with. 
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Gaining Consensus

Wouldn’t it be wonderful if teams could always agree? If members of a team thought alike 
and had similar views and Social Styles?  This might happen naturally some of the time. In 
reality, team members are likely to be diverse. And while it’s common to think of diversity as 
comprising race and gender, the most significant, common, and enduring source of diversity 
is personality, as revealed in the myriad ways that individual team members think, work, 
communicate, and behave. 

Because of these differences, it’s unrealistic for BAs to expect project stakeholders to agree 
unanimously when decisions must be made about business requirements, priorities, roles, 
and virtually every other aspect of an analysis project. Therefore, BAs need to adopt realistic 
expectations about the level of agreement that can be generated. Instead of seeking unanimity, 
BAs should work with stakeholder teams to achieve a reasonable level of consensus.

Consensus

A state in which all key stakeholders can agree to abide by a decision or agreement.

How can a BA determine whether consensus exists? Actually, there’s a fairly straightforward 
question that can be asked to test stakeholders’ level of agreement:

Can everyone live with this decision?

Note that the question does not seek a state in which all stakeholders like the decision or agree 
to support it passionately. Instead, it recognizes the impossibility of achieving that in most cases, 
and it focuses the energy of the group on reaching a realistic and achievable level of agreement.

“Waiting for everyone to agree intellectually on a decision is a recipe for mediocrity, delay and 
frustration.”21

Ideally, consensus would be a perfect outcome. But when that is not possible, it is more 
productive to manage the conflict and get commitment on what is agreed upon.

21 Patrick Lencioni, Overcoming the Five Dysfunctions of a Team (2005).
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Achieving Commitment

One other aspect of teamwork that BAs must understand is commitment. While consensus 
reflects some level of shared agreement, commitment goes beyond that. As you can see in the 
definition below, commitment involves agreement to act.

Commitment

An agreement to take action and to be accountable for the results of that action.

The concept of commitment is very important in any project. Most of us can appreciate situations 
in which a group of stakeholders meet, nod, and smile in agreement, yet fail to take the action 
that the meeting leader assumed would occur. 

To get commitment, perform the following:

•	 Take	the	time	to	discuss	issues	and	concerns	of	everyone	involved – most people just 
want to feel heard and validated even if they don’t get their way.

•	 Explore	underlying	issues	that	may	block	commitment – similar to the conflict 
management steps.

•	 Manage	and	overcome	conflicts	as	they	arise – allow the conflict to become productive.

•	 Strive for clear communication – a clear understanding of the situation, decision or 
solution is critical to each person being able to properly achieve the expected outcome.

•	 Write	a	specific	statement(s) – about what everyone is committing to, review, revise as 
necessary and send it to everyone involved as a reference to their commitment.

•	 Assign action items – create a visible “who, what, when” list on which each team 
member indicates what they are willing to do and when it can be accomplished. If 
necessary, have each person initial the list indicating their commitment.

•	 Build a communication plan – determine who will be responsible for communicating 
the commitment to key stakeholders, employees, customers, business partners, and 
anyone else that is involved to complete the change. 

Everyone wants a compelling goal to rally around, a reason to perform and do a good job. 
With that in mind, gaining commitment shouldn’t really be that difficult. It simply requires 
that analysts be disciplined and diligent about working for clear, specific, and action-oriented 
agreements, complete with specified follow-up activities and target dates. 
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Real World Application of Conflict Management

• Positions and points of view result from underlying values.

• Conflicts are differences in perspective that impede interactions with others as well as the 
success of the project.

• Use the 5-step method for managing conflicts when necessary.

• Recognize that conflict is normal and can be both positive and productive.

• Know how to handle conflict personally and within the team.

• Understand that consensus is a valuable and desired agreement between all members 
involved, but that not everyone will thoroughly agree to the decision.

• More importantly, commitment means that everyone will do their part to be accountable 
for the work that needs to be performed to achieve the expected outcome.
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