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	 SEQ CHAPTER \h \r 1AN OVERVIEW


C
 SEQ CHAPTER \h \r 1onflict Leadership is the art of enabling a group to explore differences which have created conflict and build a process to move beyond the conflict effectively.  In this context conflict is an opportunity to be investigated and understood rather than a problem to be avoided.  In his book, The Magic of Conflict Aikido Master Thomas Crum describes conflict as follows:

THE NATURE OF CONFLICT
Conflict is neutral; neither positive nor negative, it just is.

Conflict is an interference pattern of energies.

Nature uses conflict as its primary motivator for change, creating beautiful beaches, canyons, mountains, and pearls.
It’s not whether you have conflict in your life; It’s what you do with that conflict that makes a difference.

Conflict is not a contest.

Winning and losing are goals for games, not for conflicts.

Learning, growing, and cooperating are goals for resolving conflicts.

Conflict can be seen as a gift of energy, in which neither side loses and a new dance is created.

Resolving conflict is rarely about who is right.  It is about acknowledgment and appreciation of differences.

Conflict begins within.  As we unhitch the burden of belief systems and heighten our perceptions, we love more fully and freely.

 SEQ CHAPTER \h \r 1It is not our intention to underestimate or ignore the frustrations and confusion which often accompany conflicts in our lives.  It is our intent to underscore the naturalness and need for such conflicts to exist and thus to focus on how we deal with them rather then avoid or hope to eliminate them.  

In high performance organizations, conflicts are readily visible, people are continually acting on the conflict between the past that has defined their performance and the vision or what they wish to be.  Individuals struggle and disagree over new ways to solve a problem, over mis-communications, over mis-perceptions, and are energized by the passion of their beliefs, their values, and their commitment to change.  What is also visible are processes they have created together to go beyond such conflicts, to select a path, to align their energy and focus their efforts, and work together effectively toward cooperative accomplishment.  

Our efforts here will focus on a simple framework.  This framework is not a process, for it will lack specific agreement and understanding from within your organization.  The framework includes:


Balancing and Valuing the Energy

Seeking and Gaining Understanding

Creating and Adhering to Process

Building for Mutual Benefit (Win-Win)

Sharing Responsibility and Accountability 
Each conflict has its own “personality” and history, and there may be different tools and activities which you will need to employ in order to be successful.  We will share with you several ideas for building on this framework, and encourage you to study and learn from additional sources to build your effectiveness in leading beyond conflict.  For additional learning, we offer the following references:



Getting to Yes, by Roger Fisher and William Ury



Getting Past NO, by William Ury



The Magic of Conflict, by Thomas Crum



7 Habits of Highly Effective People, by Steven Covey


Principle Centered Leadership, by Steven Covey

	 SEQ CHAPTER \h \r 1A FRAMEWORK FOR

CONFLICT LEADERSHIP



 SEQ CHAPTER \h \r 1Conflict Leadership has five components which are critical to its success.  These are not steps in a process, although we will discuss them in the order in which they generally present themselves. 

These components are part of the leader’s vision and plan for building beyond the conflict, and continually must be revisited and maintained during the discovery and resolution process.

BALANCED AND VALUING THE ENERGY

In order to provide leadership which will help a group move beyond conflict, the leader must be able to do two things:


Maintain balance within him/her self


Value and appreciate the energy created in this conflict within the group

Maintaining balance requires that the person remove themselves from the emotions of the situation, to step out of the way of the oncoming locomotive, to “move to the balcony” as described by William Ury in Getting Past No.  There is something about our culture that encourages a leader to quickly size up any situation, make a quick judgment of the “facts” and align themselves with a solution.  This may remove the frustration of needing a “decision,” but the issues are rarely resolved within the  SEQ CHAPTER \h \r 1group.  Regardless of the intensity of the conflict, or the fact that in 

many cases there is force directed directly at the leader – Leading beyond the conflict requires the leader to not get out of balance, to not push back, to simply not get hit by the confrontation.  

More than not getting hit, effective leaders can appreciate and enjoy seeing the energy which the conflict has focused.  In fact, it's the energy that demonstrates to me that you care.  Anytime individuals must combine their energies, there are points of agreement and points of diversity.  Group synergies come from valuing the large areas of difference, not from the small areas of agreement alone.  

Conflict arises from people feeling and sensing that actions, behaviors, results, or conditions are out of sync with the company, personal or team values, or expectations.  That their definition of fairness has been violated, that procedures are not effective, and that we are wasting our time.  William Dyer identified that a Highly Collaborative Team environment consists of three elements:


Mutual Respect


Trust


Meaningful Work

Recognizing and appreciating that a group has come into conflict in one of these elements, then taking a journey to explore and build a bridge out of the conflict allows us to strengthen these elements within the team, and create in them the ability to resolve differences in the future.

SEEKING AND GAINING UNDERSTANDING
Stephen Covey identified as his fifth habit of highly effective people:

“Seek first to understand, then to be understood.”
This is significant to dealing with conflicts, and in building processes to resolve them.  It is the first action taken by your physician in building a plan to treat your  

If you have stepped out of the way of the oncoming energy, you may be in a good position to view the whole situation.  If, however, you have already taken a position, you will find it very difficult to be objective and really listen.

 SEQ CHAPTER \h \r 1Throughout your process, you must keep your ears open to the learning and understanding that is going on.  Because, what you see at first blush, maybe are actions to a small occurrence that has followed a history of difficulty.  It is the deeper difficulty that we need to understand.  Your role is to clarify, to ask questions which help uncover what occurred, what feelings are involved, and (more importantly) what exactly each party needs, wants, or expects.

Equally important is that you are understood and a part of the resolution process.  There is information you have about the company, about your vision, about expectations, and about options which the group will eventually need in order to be most effective.  The key here is to wait until they are really needing the information, and then offer it in its simplest, non-pontificating form.  Just as you made yourself ready to hear the issues of the conflict and help them work through a process, they must make themselves ready, and on their timetable, to be open to information you might have to assist them and build beyond.

CREATING AND ADHERING TO PROCESS
Before real progress can be made in building beyond a conflict, the parties must agree on a path they will follow, a process, for moving out of the confusion and toward cooperation.  The leader’s role is to interrupt the confusion, pause for information gathering, and offer some options to the group which they might use to build a process and to “agree” on the process.

This includes seeking answers to questions like the following:

!
Who are all the individuals who need to be involved in resolving this issue?


How can we make sure that all parties are heard?


How will we collect – assemble the data?


When will we meet?


When must we have resolution?


Are we willing to commit to resolve it together?

There are several tools included in this packet to assist the leader in beginning this process building.  These tools are not “the process” either, but are examples of problem solving and feedback processes which have been successful for others.  An important part of “buying in” to the process is not to have it imposed on the group.

 SEQ CHAPTER \h \r 1There is great value in allowing the group to struggle with the details of the process and commit to follow it.  This, in itself, is a demonstration of their ability to cooperate, and offers some confidence that they can also cooperate toward the resolution of the conflict.  Your role is to help them through the uncomfortable stages, and hold their feet to the fire until it becomes a living process.  

After the group has defined the process, the leader can help them adhere to it.  This does not mean that the leader manages them through the steps, or controls the dialogue.  They may be able to continue their detachment and observe the room, interrupting their process occasionally to help clarify or to “mirror” what they see occurring.  The section on Process Observation gives some specific examples of this activity.

BUILDING FOR MUTUAL BENEFIT (WIN-WIN)
Individuals have adopted a certain “style” when it comes to dealing with most of the conflicts in their lives.  Some “Avoid,” others “Compete,” some “Compromise,” others “Accommodate” while some “Collaborate” by nature.  Each style accomplishes what the individual desires most, and may be appropriate depending on the circumstance.  Conflict Leadership requires that we transcend the “natural” style we have adopted and work toward a collaborative, win-win option which meets the greater portion of all the participants needs.

This requires a different mind-set.  Covey refers to it as an “abundance” mentality — inherent belief that there is an option, which may have never been tried, which can satisfy all of the key needs of the individuals in conflict.  Most of us have grown up in a system where the “scarcity” mentality was prevalent.  Games were won, or lost.  Only so many students could take a certain class.  There was never enough for everyone, so only a few were “selected.”  An abundance mentality allows us to get out of games, out of either-or, and look for options of “both.”  

At this point, someone is thinking — “there just isn’t enough time to work out that type of a solution.”  (Scarcity Mentality) This statement assumes that it takes longer to find a win-win, than to compromise and bargain over meager gains and losses.  I am not convinced.  All too often, a group in conflict is not spending time searching for a win-win, they are spending incredible amounts of time defending why one idea  SEQ CHAPTER \h \r 1is better or attacking why another is bad.  Instead, if we would all shut down some of our “left-brain analysis,” open up our “right-brain creativity,” and assume that we are all capable of finding such an answer — we would.

 SEQ CHAPTER \h \r 1CONFLICT MANAGEMENT STYLES
 SEQ CHAPTER \h \r 1SHARING RESPONSIBILITY AND ACCOUNTABILITY
This is the last critical element in leading beyond conflict.  Conflicts are resolved in a single battle and truce.  Developing and growing beyond our conflicts requires committed action and follow-through.  Trust and Mutual Respect grow from making and keeping commitments with each other, and we must account for our progress in keeping those commitments for the group to benefit from the conflict and really improve.

 SEQ CHAPTER \h \r 1Responsibility and accountability must be taken by all parties.  The leader may wish to step aside at this point and send the message that the team should pick up the ball from here.  Instead, the leader should “not” step aside, but should clarify the agreements and require an “accounting” at some future time, while entrusting the team with picking up the ball.  The difference may be subtle, but it is extremely important.  Without a need to come back together and measure their adherence to the responsibilities and commitments made, they will likely avoid that accounting and gradually return to past practice.  

It is also important to build shared responsibility for immediate feedback on activities and individual changes committed to. In “Individual Change Process” (attached) a process is described which keeps several individuals connected to the personal changes that a single person wants to make.

ONE FINAL NOTE

Conflicts and our processes to mediate them are not static and are never completely over.  The test of an effective bridge beyond conflict is how the group deals with the conflict the next time it comes up, what they learn from it, and how they learn to value the differences which enrich their group.

Diversity brings balances – the more thoughts, ideas, judgments, or opinions I get on my views of the world, the more balanced and thorough my knowledge of the subject becomes.  And, as each members’ knowledge increases and becomes balanced, our effectiveness grows.

	 SEQ CHAPTER \h \r 1BUILDING A PROCESS


 SEQ CHAPTER \h \r 1This is where the theory meets the road, and it’s the most enjoyable part of conflict.  That’s because this is where we begin to move out of the turbulence of confusion, and take action to move forward.  The following elements apply:

· Interrupt the Conflict and suspend discussions of the issues.

· Clarify the “process” which the participants are currently involved in, and offer the opportunity to build a different process which builds toward resolution.

· Ask the participants who should be involved in solving the problem.  (You may want to use the outline “5 L’s in Leading Problem Solving” as a primer to begin).

· Assemble the resources for solving the problem

· With the group, accomplish the following:

· Set expectations for the group

· Set Ground rules

· Set Process steps



A Typical approach to a conflict might be: 

· Have each member state everything they know about the situation

· Record key points made by each person

· Have each person clarify what they are willing to do to resolve the situation

· Record each commitment

· Have each person clarify the most important outcome they wish to see from the situation

· Summarize and combine similar perceptions

· Brainstorm options

· Combine options into a win-win option compared against all the important outcomes

· Build consensus for group




(Another process is “Help/Hinder”)

· Clarify agreements and commitments made and set date/time for follow-up.

 SEQ CHAPTER \h \r 1The article “6 D’s in Consensus” suggests a format for working together which can also be modified to fit the groups situation.

Although we have proposed a couple of process formats, it is extremely important that the group build and agree on their process.  As mentioned earlier, their ability to agree on an expected outcome and a step by step process to getting there builds the ability to work together toward a common purpose and moves the group away (for a moment) from the emotion of the issues.  

	 SEQ CHAPTER \h \r 1SUPPORT MATERIALS


 SEQ CHAPTER \h \r 1For additional support materials on helping build conflict resolution processes.

!

How to Be a Process Observer

!
6 D’s in Consensus

!
Fitting In

!
5 L’s For Leading Problem Solving

!
Team Development Grid

!
Individual Change Process

!
Help Hinder

To order any of the above, or to obtain a copy of available STS International Training and Development Materials, contact Amy Christian.
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