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Conflict Leadership is the art of enabling a group to explore differences that 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.

It is not our intention to underestimate or ignore the frustrations and confusion that 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 (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:


Balanced 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
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Conflict Leadership has five components that 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.

workshop purpose 

and introductions

Team Exercise #1
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For the next day and a half, we are going to explore conflict, what it is, why it is important, and how (as leaders) we can go beyond individual conflicts effectively.  

As a team – please discuss the following and be prepared to share your most important responses with the other teams.

· Share who you are, where you work and why you are here.

· Identify at least one unusual strength or interest for each member of your team. 
· Make a list of the top three to five things your group wants to get from this session.
· Identify a “name” for your team which you feel represents your interests or goals and by which you can be identified for the rest of the session.

NOTES:

slinky sam

facts vs. inferences

Group Exercise #2
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Instructions: Read the story.  Assume that all of the information presented is definitely accurate and true.  You may refer back to the story whenever you wish.  Read the statements about the story and respond to them in numerical order.  Circle the statements T (true) or F (false) or ? (uncertain) based on the information presented in the story.

SLINKY SAM INCIDENT
Babe Smith has been killed.  Police have rounded up six suspects, all of whom are known gangsters.  All of them are known to have been near the scene of the killing at the approximate time that it occurred.  All had substantial motives for wanting Smith killed.  However, one of the suspected gangsters, Slinky Sam, has positively been cleared of guilt.

STATEMENTS ABOUT INCIDENT
	1.
Slinky Sam is known to have been near the scene of the killing of Babe Smith.
	T    F    ?

	2.
All six of the rounded-up gangsters were known to have been near the scene of the murder.
	T    F    ?

	3.
Only Slinky Sam has been cleared of guilt.


	T    F    ?

	4.
All six of the rounded-up suspects were near the scene of Smith’s killing at the approximate time that it took place.
	T    F    ?

	5.
The police do not know who killed Smith.


	T    F    ?

	6.
All six suspects are known to have been near the scene of the foul deed.
	T    F    ?

	7.
Smith’s murderer did not confess on his own free will.


	T    F    ?

	8.
Slinky Sam was not cleared of guilt.


	T    F    ?

	9.
It is known that the six suspects were in the vicinity of the cold-blooded assassination.
	T    F    ?


THE NATURE OF CONflict
Team Exercise #2
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As a sub-group – discuss and draw conclusions about the following:

· How do you first “feel” that there is a conflict?  

· What are the initiators of conflict?

· Where does the passions, or lack of passion come from?

· What do you like or value most about a “good” conflict?

	 SEQ CHAPTER \h \r 1Positives of Conflict
	Negatives of Conflict

	
	


· What do you most need to learn about conflicts?

veginots

Team Exercise #3
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VEGINOTS Exercise:
· In each Team – select one person to be Dr. Smith and one person to be Dr. Harper.  

· The rest of the team will observe the process.

· Dr. Smith and Dr. Harper will be given information on a conflict which they have to resolve.  They should not read their information to the others in the group until the end.

· Following the conflict period, discuss as a group:

· What issues were actually in conflict?

· What issues did they spend most of their time on?

· How did the parties feel about their goals and needs?

· How openly was information shared between the parties?

· As observers – what suggestions did you have as Dr. Smith and Dr. Harper were talking?

· What would you do if you could start the exercise again? 

 Veginots

Role of Dr. Smith:
You are a research scientist who recently developed a vaccine to prevent Stache, a children’s disease that permanently disfigures the victim and can cause brain damage.  The disease had been extremely rare and your research was not considered particularly valuable.  However, there has now been an outbreak in a small community, and several thousand children are in danger if they do not immediately receive a vaccine for Stache.  The consequence of no vaccine, of course, could be a nationwide or worldwide epidemic.

If the company for which you work can produce enough vaccine to stop the potential epidemic, it will probably receive enough government grants to bring it out of its precarious financial position.  And, of course, it will receive worldwide publicity for its contribution to humanity.  Needless to say, you will be the star of the entire episode.

Unfortunately, the veginots, which you used to develop the vaccine, are rare.  The veginot, an experimental melon that has a toxic rind when it matures, takes four months to produce the toxin.  You need the toxin for your vaccine, and the crop you were depending on was killed by an unseasonal freeze just prior to the outbreak of Stache.  Therefore, you must obtain mature veginot rinds immediately or it will be too late to prevent the spread of Stache.

Your research has turned up only one crop of mature veginots.  The crop is just large enough to produce the vaccine needed for the children who are in imminent danger of Stache, and the owner of the crop will sell it to the highest bidder.

Dr. Harper, a reseacher employed by a successful competitor of your company, is also in need of veginots.  You are not sure of the type of research Harper is doing, but it has something to do with national security.  Harper knows about the available veginots and intends to buy them.

You have been authorized to obtain the veginots that you need, and your company is willing to pay $3 million.  However, you have decised to talk to Dr. Harper before approaching the owner of the veginots.  You hope to persuade Harper not to bid on the crop.

Veginots

Role of Dr. Harper:
You are a research scientist who is working on some secret projects for national security.  You accidentally discovered that Zeno, a substance that your group created, would neutralize radioactive fallout.  By the time you made this discovery, there was very little Zeno left.  None of the ingredients of Zeno are difficult to obtain except veginot seeds.  The veginot, an experimental melon, takes about four months to produce the seeds needed for Zeno.

It has been confirmed that a group of terrorists are planning to set off a nuclear bomb within a few days in a certain Middle-East country.  Although the target city is unknown, several are most likely.  If enough Zeno is available, it can be used to seed clouds over these cities.  Your experiments indicate that the rain produced by these clouds will protect a city from fallout if the nuclear explosion occurs within two weeks.  Naturally, the cloud seeding must be kept secret.

Your search has turned up only one crop of mature veginots.  This crop is just large enough to produce enough Zeno to seed clouds over the cities that are potential targets for the bomb.  The owner of the crop will sell it to the highest bidder.

Dr. Smith, a researcher for a small competitor of your company, is also in need of veginots for some sort of research on a rare disease.  Smith knows about the available veginots and intends to but them.

The Federal government, though not convinced as you are about the value of Zeno, has authorized you to offer up to $3 million to obtain the veginot seeds.  However, you have decided to talk to Dr. Smith before approaching the owner of the veginots.  You hope to persuade Smith not to bid on the crop.

your response to CONflict

Thomas-Kilman Conflict Mode Assessment


 SEQ CHAPTER \h \r 1Each of us responds differently to conflict.  And even though we have a “preferred style” for dealing with conflict – circumstances, perspectives and personalities can have an impact on our actual style.  

To better understand your style – complete the Thomas-Kilman Instrument and as a group respond to the following questions:

Which style requires the most energy from the participants?

· What are the positive effects of each style?

· Avoiding

· Compromising

· Competing

· Accommodating

· Collaborating

· What are the negative effects of each style?

· Avoiding

· Compromising

· Competing

· Accommodating

· Collaborating

· What did you learn about yourself from this instrument?

 SEQ CHAPTER \h \r 1STYLES OF HANDLING CONFLICT
	STYLE
	BENEFIT TOtc "BENEFIT TO"
SELF / OTHERS
	CONTEXTtc "CONTEXT"
	EFFECTIVEtc "EFFECTIVE"
WHEN
	USEtc "USE"

	 Competing
Dominating

Forcing

Autocratic
	Win / Lose
	Attitude of low trust, lack of knowledge, expertise, hardball/power tactics. Solution imposed by most powerful party.
	Quick decision needed.  Matter lacks importance.  Other methods tried and failed.  Power relationships recognized and accepted.
	Use sparingly.  Doesn’t treat basis of conflict.  Fails to address real problems.  Leaves unmanaged emotions.

	Accommodating
Smoothing
	Lose / Win


	Plays down differences, emphasizes common features.  May reflect low self-esteem.  If unconscious – dormant.  If conscious – preserves relationships, but leaves unresolved issues, unmanaged emotions.
	Relationship more important than issues.  Want to play down differences.  Need temporary expedient solution; want to indicate degree of reasonableness.
	To solicit other’s point of view; when issue more important to other person than to you; to encourage others to express themselves; want others to learn by own choices, actions

	Avoiding
	Lose / Lose


	Negative impact of situation may be too costly to both parties.  Answers slow in developing.
	Time is needed.  Both parties see issue as minor. Others can resolve conflict more easily.
	Use when both parties need time to cool off.

	Compromising

	Win a little

 Lose a little 

for Both


	Complex issues.  Already tried other methods.  Looking for middle ground.  Both sides have equal power, competing goals.
	Need to find common ground.  Both parties ready to make concessions.
	To maintain personal objectives, while preserving relationships; to achieve temporary settlement; to reach solutions under difficult circumstances or time pressure.

	Collaborating
Integrating


	Win / Win
	Associated with problem solving.  Encourages creative thinking.  Seeking exchange of information.  Trying to find solution acceptable to all parties.  Frustrating during higher levels of conflict – reason overshadowed by emotion.
	Issues are complex.  Both parties committed and time is not important.  Examining differences.  Reaching solution acceptable to all parties.
	When lots of time is available; when goals and values of parties are in alignment.


 SEQ CHAPTER \h \r 1A FRAMEWORK FOR 

CONFLICT LEADERSHIP


Conflict 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.

Each of the five components is actually two parts.  The reason for this is that conflict is not just about me, or you – not just about one person – it’s about connecting and integrating with the other person.  The five components and their parts are:

	Balanced and Valuing the Energy

Keeping yourself centered and stable

Recognizing and valuing the energy and 

passion of the other person



	Seeking and Gaining Understanding

Understanding the other person

Being understood by the other person
	Creating and Adhering to Process

Establishing a plan and process to work through conflict

Following that process



	Building for Mutual Benefit

Insuring that you win!!

Insuring that the other person wins!!


	Sharing Responsibility and Accountability

Owning my responsibility for the future

Insuring the other party commits to their responsibility for the future


Balanced and Valuing

the Energy

Group Task #3


 SEQ CHAPTER \h \r 1
	When a freight train is coming directly at you – you cannot stay balanced and stand in the middle of the tracks.  To stay balanced, centered and steady – you have to move out of the direct path where you can observe and choose your action.


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 judgement 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 group.  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.  

 SEQ CHAPTER \h \r 1
	Food for Thought……………

The late syndicated columnist Sydney Harris told the story of accompanying his friend to a newsstand.  The friend greeted the newsman very courteously, but in return received gruff and discourteous service.  Accepting the newspaper, which was shoved rudely in his direction, the friend of Harris politely smiled and wished the newsman a nice weekend.  As the two friends walked down the street, the columnist asked:

"Does he always treat you so rudely?"

"Yes, unfortunately, he does."

"And you are always so polite and friendly to him?"

"Yes, I am."

"Why are you so nice to him when he is so unfriendly to you?"

"Because, I don't want him to decide how I'm going to act."

John Powell

"Why am I Afraid to Tell You Who I am?"

Angus Communications




SEEKING AND GAINING UNDERSTANDING


 SEQ CHAPTER \h \r 1
 SEQ CHAPTER \h \r 1Stephen 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 illness – and if not done well and completely, could leave you worse off than before. 

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.

Throughout your process, you must keep your ears open to the learning and understanding that is going on.  Because, what you see at first blush, may be 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.

sources of conflict

Understanding Differences

Team Exercise #4


 SEQ CHAPTER \h \r 1
 SEQ CHAPTER \h \r 1Typically conflict or differences will fall into one of four different areas or classifications.  These areas are:

· Differences in our understanding of the facts

· Differences in our goals

· Differences in our methods

· Differences in what we value

If we can understand in which area our conflict lies, there are some methods on the following pages that may help us sort through the issues, gain a better understanding, and reach resolution.

· As a group – Identify a “real” conflict which you are facing or have faced in the past.

· For this conflict – clarify where there is disagreement and where there is agreement in each of the areas outlines: (you may want to use “5 Why’s” to dig deeper into the issues.)

· As a group – summarize the top three or four areas of disagreement and the top three or four  areas of agreement and be prepared to share them with the other groups.

· Identify any key learnings or new insights you gained from this assignment. 

CORE DIFFERENCES 



RATIONAL




JUDGMENTAL

 SEQ CHAPTER \h \r 1
	Players:
	

	Description of the Conflict:
	

	
	Areas where we disagree:
	Areas where we agree:

	Facts


	
	

	Goals


	
	

	Methods


	
	

	Values


	
	


Differences in Facts

· Stop talking at each other and repeating facts.

· “I think we’re saying the same things over and over...”
· Clarify that there is a difference over the facts.

· “We see the same things differently...”--“we have different facts.  For example ...”
· Establish criteria for acceptable facts.

· “We need some guidelines about which facts to accept.”
· Decide whether the data you have is provable.

· “How can we prove the data in a way that’s acceptable to both of us?
· Let go of the past.  

· Allow all previous opinions and views to exist as true for the past – and move on.  

· Decide now how to prevent future confusion over facts.

· Develop methods for resolving differences over facts (now and in the future).

Differences in Goals

· Clarify that there appears to be a difference in goals.

· “We have different goals...”
· State your specific goals.

· “My goals are...”
· Learn and state the other’s specific goals and be open for correction and clarification.

· “Your goal appears to be...
· Identify the difference between the goals.

· Determine what will happen to the other’s goal if yours is met.

· Determine what will happen to your goal if the other’s is met.

· If a common goal is not possible, agree on someone to decide which goal has priority.

· “Since we can’t agree on a common goal, and each of us feels strongly about our own – let’s choose someone to decide between them.”

Differences in Methods

· Clarify that the difference is over how and not what to do.
· “We both want the same outcome; we have different ways of going about it.”
· State clearly your method.

· Learn and state clearly the other’s method and be open to correction and clarification.

· Identify differences between the methods
· “The real difference is...
· Together establish criteria for judging the best method.  Apply these criteria to your proposed methods.

· Try to establish alternative methods acceptable to both of you
· Decide who will choose methods if you can’t resolve the difference yourselves.

Differences in Values

· Clarify that you’re talking about differing values that are important to each of you.

· State clearly that underlying value you consider important.

· Hear and repeat the other’s value and be open to correction and clarification
· Acknowledge both values as legitimate.  Avoid assigning right and wrong.

· State clearly the difference in values as it applies to this situation.

· Determine how both values can be preserved in this situation.

· Establish criteria for success.  How will it look when our values are met in this situation?

THE 5 WHYS
Why?  Why?  Why?  Why?  Why?


A SEARCH PROCESS FOR BUILDING

COMMON UNDERSTANDING

Whenever you want to build common understanding, purpose, and meaning, ask the Five Whys.  Begin by initially exploring why you are here, why you are doing what you are doing, or why do you want what you want.  Then by following-up the initial discussion with the Five Probing Whys.

	I.
	Why Is That Important To You?

	II.
	Why Is That Important To You?

	III.
	Why Is That Important To You?

	IV.
	Why Is That Important To You?

	V.
	Why Is That Important To You?


Finish the discussion by sharing the common themes you discussed and the implication it has for you and your group.  Also, share your feelings and thoughts at the beginning, middle, and end of this process.

Creating and Adhering 

to Process

Group Task #5


 SEQ CHAPTER \h \r 1Learning to effectively lead ourselves and others beyond conflict requires both a way to “think” through the conflict (a framework for thinking) and a step-by-step process for working though the conflict with the affected parties.  There are really two skills here:


1.  The skill to build a process.


2.  The skill to follow and adhere to the process.

Assignment
· Select a second Conflict and clarify the issues involved.

· Follow the “sample” process outlined below to build a specific plan for resolving conflict.

· Identify problems in the process which you would change or adjust in order to make it better.

Thoughts on the 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?

 SEQ CHAPTER \h \r 1Below is a “Sample Process” and also an outline called “5 L’s” to help explore the elements of a process.  These tools are not “the process,” 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.  There is great value in allowing the group to struggle with the details of the process and commit to following 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.  

BUILDING A PROCESS
This 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. 

· Assemble the resources for solving the problem.

· With the group, accomplish the following:

· Set expectations and ground rules for the group

· 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 outcomes they wish to see from the situation.

· Summarize and combine similar perceptions.

· Brainstorm options.

· Combine options into a win-win option integrating the important outcomes.

· Build consensus for group.  (Another process is “Help/Hinder”)

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

The article “6 D’s in Consensus” suggests a format for working together which can also be modified to fit the group’s situation.

Sample Process

· Take the appropriate immediate response

· Interrupt the conflict and suspend discussion

· Move further discussion to a neutral site

· Set ground rules & get agreement

· Clarify what is in conflict

· Separate the people from the problem 

· Separate fact from opinion/perceptions

· Decide what is trivial and what is important

· Identify the issues (incompatible options, differences, understandings, opinions, or beliefs related to:)

· Goals

· Methods

· Ideas

· Facts

· Values

· Needs

· Roles/Responsibilities

· Identify Resources Needed

· People involved

· People with information/knowledge

· Other information

· Complete the discovery process

· Set a time and place for resolving the conflict

· Re-clarify expectations, ground rules & goals

· Get commitment to finding a solution together

· Brainstorm options

· Evaluate the options (possible consequences, etc.)

· Select an option (seek win/win)

· Clarify agreements, set action items & responsibility and get commitments

· Follow up to insure accountability

THE 5 L’S

Leading Problem Solving For

High Performance Teams


In creating and promoting a “High Performance Team” environment, Coaches, Facilitators, and Leaders of all kinds, struggle with how to delegate and develop team competency in solving problems, when those problems are pressing and require immediate attention.  The following framework may be helpful in “thinking through” the process of getting the right people together with the right authority to solve the right problems.

Line Up (Gaining Alignment)

· Describe the problem/task

· Identify the desired needs/outcomes (What, not how)

· Determine who owns it/who is affected by it

· Determine who should solve it.  Who has the knowledge, skills, and abilities?

Lift Off (Leading and Initiating the Process)

· Plan communications and gain a common understanding with the team

· Identify what involvement you need  (none, approval, part of decision)

· Help them kick it off or simply get out of the way

Let Go (Making sure the task stays with the problem owner)

· If you’re “lined up” well, stay out of internal methods and details

· If the right people are there, don’t rethink whose functional responsibility it is.  Remember that the “right people” may include leaders with a vested interest in the solution.  Take your functional “hats” off.

· To demonstrate your trust in the process and in the knowledge, skills, and abilities assembled.  Don’t “jump in” at the first sign of trouble.  “Trust the ‘process’, Luke.”

Lend Support (Cheerleading, Mentoring, Responding to needs)
· Ensure effective support/service systems

· Facilitate the work and development of others

· Offer encouragement, time, money, and permission

· Model appropriate behavior

· Find out from the team what support they need, and then provide the support they need, not support you’d rather give.

· Provide opportunities to celebrate, relax, and reflect.

Look Outward

· Ensure inputs and outputs meet the needs of the work system & the external environment

· Keep the vision and Anticipate the future

· Manage the environment

· Recognize accomplishments and consequences
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	The Problem/Task
Describe in your own words:



	
	The Desired Outcomes, Needs, Expectations...


	
	The “Owner:”
Whose problem is it, really?


	Units Involved

	
	
	Management

Team
	Business

Team
	Front 

Line 

Coaches
	Team

A
	Team

B
	Team

C
	Team

D
	Support

Team
	Support

Team

	
	
	
	
	
	
	
	
	
	
	

	
	Who Else?

Who else is affected by the problem, causing it, involved, knowledgeable, dependent on a solution, etc.?
	
	
	
	
	
	
	
	
	

	
	Who Should 

Solve it?
The smallest unit of organization that

“contains” the answer to 1, 2 & 3, above is probably best equipped to solve the problem.
	
	
	
	
	
	
	
	
	

	To Lift Off—I will:



	To Let Go—I will:


	To Lend Support—I will:


	To Look Outward—I will:




Building for mutual benefit (win-win)
Group Exercise #2

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 is 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 1Exercise

A “real situation” will be selected from the teams.  Please remember these are personal, real and confidential situations.

As a group – we will attempt to brainstorm solutions to this situation.  The genuinely “new and creative” “win/win” solutions seldom come until after:

· The ideas that “everyone could have figured out.”

· The ideas that were “really silly.”

· The ideas that “could not possibly work.”

· The ideas that require a scientific breakthrough.

· The ideas that were just plain stupid.

· Sooooo – let’s list all of the above!!!

Sharing 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.

Responsibility 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 LAST EXERCISE

As a Team:

· Select another specific conflict which is of immediate interest to a member of the team.  

· Talk through the entire process and build a specific strategy that will help that team member to:

· Balance and Value the energy

· Seek and Gain Understanding

· Create and Adhere to Process

· Build for Mutual Benefit (Win-Win)

· Share Responsibility and Accountability

· Identify your key learnings from this exercise and be prepared to share your thoughts with the group.


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 member's knowledge increases and becomes balanced, our effectiveness grows.

 SEQ CHAPTER \h \r 1 COMMITMENT TO 

THE FUTURE


As we resolve our issues and commit to a new working plan, it is important to have specific, public and trackable



	 SEQ CHAPTER \h \r 1COMMITMENT AND FOLLOW-UP PLAN
	Date:
	

	Issue Description:
	

	Resolution Description:
	

	Name
	Specific Agreement
	Follow-up

Date/Time
	Follow-up Comments

	
	
	
	

	
	
	
	

	
	
	
	


pRACTICE AND SUMMARY


 SEQ CHAPTER \h \r 1Following the review of the framework – it is time to look at some real life conflicts and begin to build a personal plan for leading them to an effective resolution.  Each team will now:Select another specific conflict which is of immediate interest to a member of the team.  

a. Talk through the entire process and build a specific strategy that will help that team member to:
· Balance and Value the energy

· Create and Adhere to Process

· Seek and Gain Understanding

· Build for Mutual Benefit (Win-Win)

· Share Responsibility and Accountability

· Identify your key learnings from this exercise and be prepared to share your thoughts with the group.

 SEQ CHAPTER \h \r 1
	Things Leaders Need / Need to do...........
· Support – from above and from each other

· Courage – to do what’s “Right”

· Understanding

· To expect more of each other

· Building consistency at a higher standard

· Put ourselves in order before we fix everyone else

· Learn to balance a basic conflict between maintaining high standards and maintaining relationships, including people & working together 

Fred Price

Williams Communications



iNDIVIDUAL CHANGE PROCESS

 SEQ CHAPTER \h \r 1Continual improvement requires continual change.  Leading the change requires changing the Leader.  Initiating, implementing, accomplishing, and sustaining change requires individuals who are continually looking at themselves to improve, change, and grow and have developed, either purposefully or inherently, an Individual Change Process with the following key elements:

Felt Need

People will change if they really feel the need to change.  This felt need can be either:



Externalized -- Imposed on the individual by:




Fear/Threat


Punishment




Crisis



Guilt




Coercion



Internalized -- Generated and owned internally with:




Clear data


Feedback




Information


Vision of what you want to achieve




Involvement


Reward

Most felt need starts from externalized sources but must be internalized in order to have lasting effects.

Third Party Feedback

People need the involvement of a significant other person to get a clear view of if, how and how much they are changing or staying the same.  



We can't go it alone



We are interdependent with the individuals around us



We cannot see ourselves clearly in our own mirror

A process which involves others will allow us to seek a balanced, 360 degree, three dimensional, historical and visionary perspective.  We may then choose our responses and take the necessary course corrections to move forward in our changes.

Recommitment and renewal

People can sustain change over the long haul if their processes help them:



Move from the general to the specific



Move to new connections and ties



Move from either/or to both/and



Differentiate and distinguish improvement



Move toward self esteem and self confidence



Build on interdependent relationships



Move from external to Internal commitment

reading review

"How Management Teams Can Have a Good Fight"
What are the key advantages of a “team” in which the members do not always “get along?”

What are the key disadvantages of a team which “gets along” all the time?

In what way can being a “team player” be used to stifle creative and beneficial conflict?

Why do we avoid assembling a team of “fighters” rather than “team players?”

What is the most important point of this article for you?   … for your organization?

“Don't Avoid Conflicts Manage Them”
Which key concept do you personally have to work on most and why?

Which key concept should we work on most in your organization and why?

How can we help each other, as leaders, resolve rather than avoid conflicts?

SUPPORT MATERIALS


F

or 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
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