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OBJECTIVES:

ü

Identify your own behavior style

ü

Recognize various character traits of each personality type

ü

Learn to understand and appreciate each style and the strengths

each bring to the team

ü

Learn skills to better communicate and work with varying

personalities


Model The  Way  (  Inspire A Shared Vision  (  Champion Innovation (  Leverage Talent  (  Optimize Business Performance
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CONFLICT

LEADERSHIP
A Sociotechnical Systems

Approach for Designing 

Effective Processes to 

Understand and Grow 

Beyond Conflict
Agenda
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· Personal Style – Myers Briggs Assessment

· A Framework for Conflict Leadership

· Exploring Conflicts

· Sources of Conflict

· Leading Beyond Conflict – Building Process

· Conflict Styles

· A thinking Framework

· Balanced and Valuing the Energy

· Seeking and Gaining Understanding

· Creating and Adhering to Process

· Building for Mutual Benefit (Win-Win)

· Sharing Responsibility and Accountability 

· Building Processes – and overview
· Additional Materials
· The 5 Whys
· Process Observation
· 6 D’s in Consensus
· Fitting In
· Individual Change Process
Personal Style – 

Myers Briggs

Group Task #1
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Valuing and Understanding the different styles which makes us who we are and how we contribute to the organization.

· Break the group up into 2 teams.  

· Each team will be assigned 2 of the Myers Briggs style components.  They will discuss and report on the following:

· Compare and contrast the strengths and challenges of individuals with the contrasting styles of:

· I & E  and S & N  

· F & T  and J & P

· Include discussions about how the various types approach and resolve the following:

· Making Decisions  

(  Managing Conflict

· Solving Problems


(  Building a Team

· Identify and share with your group:

· Three specific strengths you bring to the group through your style.

· Three specific areas in which you would like to improve significantly during the next 6 months.

Williams Profile – This Group

ISTJ


ISFJ
INFJ
INTJ

ISTP


ISFP
INFP
INTP

ESTP


ESFP
ENFP
ENTP

ESTJ


ESFJ
ENFJ
ENTJ

MBTI Core Team Results:

Claude

Dennis

Ken

ISTJ
ISFJ
Paul
INFJ
Jeff
INTJ

ISTP
John

ISFP
INFP
Kim

Danny

Emmett

INTP

Brant

ESTP
ESFP
ENFP
ENTP

ESTJ
ESFJ
ENFJ
Fred

ENTJ


NOTES & THOUGHTS
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God, help me to


 


begin relaxing 


about little details 


tomorrow at 


11:41:32 a.m.


 


ISFJ


 


 


Lord, help me to


 


be more laid back, 


and help me to do


 


it exactly right


 


INFJ


 


 


Lord, help me


 


not to be a


 


perfectionist


 


(Did I spell that 


co


r


rectly?)


 


INTJ


 


 


Lord, keep  me 


open to other’s 


ideas, WRONG


 


though they may 


be!


 


ISTP


 


 


God, help me to 


consider people’s 


feelings, even if 


most of them are 


hypersensitive!


 


ISFP


 


 


Lord, help me to 


stand up for my 


RIGHTS!


 


(If you don’t mind 


me asking.)


 


INFP


 


 


Lord, help me


 


To finish 


 


everything


 


I sta


 


INTP


 


 


Lord, help me 


 


be less


 


independent,


 


but let me do it


 


my way


 


ESTP


 


 


God, help me to 


take responsibility


 


for my own 


 


actions, even 


though they’re


 


usually not my 


 


fault


 


ESFP


 


 


God,  help me to 


take things more 


s


e


riously.


 


Especially parties 


and dancing


 


ENFP


 


 


God, help me keep 


my mind on one 


th. . .


 


LOOK, A BIRD!


 


. . . ing at a time.


 


ENTP


 


 


God, help me


 


follow established 


procedures today. 


On second thought, 


I’ll settle for  a few 


minutes


 


ESTJ


 


 


God, help me to try 


not to RUN


 


everything. But, if 


YOU need some 


help, just ask!!


 


ESFJ


 


 


Lord, give me


 


patience, and


 


I MEAN RIGHT 


NOW!


 


ENFJ


 


 


God, help me to do 


only what I can, 


and trust you for 


the rest. Do you 


mind putting that in 


writing?


 


ENTJ


 


 


God, helpmeto 


slowdownandnot


 


Rushthrough


 


whatIdoAmen!


 


Prayers of the Myers


-


Briggs Types


 




ISTJ 

 

God, help me to 

begin relaxing 

about little details 

tomorrow at 

11:41:32 a.m. 

ISFJ 

 

Lord, help me to 

be more laid back, 

and help me to do 

it exactly right 

INFJ 

 

Lord, help me 

not to be a 

perfectionist 

(Did I spell that 

correctly?) 

INTJ 

 

Lord, keep  me 

open to other’s 

ideas, WRONG 

though they may 

be! 

ISTP 

 

God, help me to 

consider people’s 

feelings, even if 

most of them are 

hypersensitive! 

ISFP 

 

Lord, help me to 

stand up for my 

RIGHTS! 

(If you don’t mind 

me asking.) 

INFP 

 

Lord, help me 

To finish  

everything 

I sta 

INTP 

 

Lord, help me  

be less 

independent, 

but let me do it 

my way 

ESTP 

 

God, help me to 

take responsibility 

for my own  

actions, even 

though they’re 

usually not my  

fault 

ESFP 

 

God,  help me to 

take things more 

seriously. 

Especially parties 

and dancing 

ENFP 

 

God, help me keep 

my mind on one 

th. . . 

LOOK, A BIRD! 

. . . ing at a time. 

ENTP 

 

God, help me 

follow established 

procedures today. 

On second thought, 

I’ll settle for  a few 

minutes 

ESTJ 

 

God, help me to try 

not to RUN 

everything. But, if 

YOU need some 

help, just ask!! 

ESFJ 

 

Lord, give me 

patience, and 

I MEAN RIGHT 

NOW! 

ENFJ 

 

God, help me to do 

only what I can, 

and trust you for 

the rest. Do you 

mind putting that in 

writing? 

ENTJ 

 

God, helpmeto 

slowdownandnot 

Rushthrough 

whatIdoAmen! 

Prayers of the Myers-Briggs Types 
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v

Only you can decide your type – it is

based upon 

your

 preferences

v

Your type does not explain everything,

nor is it an excuse

v

MBTI is a tool to help people improve

relationships, and gain a better

understanding of personal behaviors

v

MBTI is not meant to limit people, but

instead, to open possibilities

v

MBTI assumes that all preferences are

equally important
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[image: image5.wmf]INTROVERT    (I)

EXTROVERT 

  

 (E)

Where do you draw your

energy ?
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 (E)

ü

Preference for drawing energy from the outside world of

people, activities, or things

ü

Shows and shares feelings freely

ü

Easy to know

ü

Animated, shows enthusiasm

ü

Multiple relationships

ü

Do – Think – Do – action oriented
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ü

Preference for drawing energy from one’s internal world of

ideas, emotions, or impressions

ü

Few close relationships

ü

Depth, concentration

ü

Avoids/minimizes physical contact

ü

Prefers to work independently

ü

Think – Do - - Think
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SENSING   (S)

How do you best take in

information?
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ü

Preference for for taking in information through the five senses

and noticing what is actual

ü

Facts & details

ü

Literal, practical, sequential

ü

Present oriented

ü

Step by step

ü

Down to earth
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ü

Preference for taking in information through a “sixth sense”

and noticing what might be

ü

Big picture - possibilities

ü

Theoretical

ü

Insights – see connections

ü

Future oriented

ü

Leap around in conversations

ü

Head in the clouds
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THINKING   (T)

How do you make decisions?
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ü

Preference for making decisions by organizing and structuring

information in a logical way

ü

Analyze, critique

ü

Firmness

ü

Justice

ü

Reason

ü

Why ???
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ü

Preference for organizing information and making decisions in

a personal and value oriented way

ü

Heart

ü

Sympathize

ü

Persuasion

ü

Impact on people

ü

Circumstances

ü

Who ???
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JUDGING   (J)

How spontaneous or structured

is your life?
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ü

Preference for living a planned and organized life

ü

Closure - decisive

ü

Scheduled - punctual

ü

Purposeful

ü

Controlled, settled

ü

Set goals
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ü

Preference for living a spontaneous and flexible life

ü

Options

ü

Open Minded

ü

Resist structure

ü

Gather information

ü

Respond to the moment – adapt as you go

ü

Let life happen
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INTJ


 


Usually have original minds 


and great drive for their own 


ideas and purposes.  In fields 


that appeal to them, they have a 


f


ine power to organize a job 


and carry it through with or 


without help.  Skeptical, 


critical, independent, 


determined, sometimes 


stubborn.  Must learn to yield 


less important points to win the 


most important.


 


INFJ


 


Succeed by perseverance, 


originality, and desire to do 


whatever is needed or wanted.  


Put their best efforts into their 


wor


k.  Quietly forceful, 


conscientious, concerned for 


others.  Respected for their 


firm principles.  Likely to be 


honored and follo


wed for their 


clear convictions as to how 


best to serve the common 


good.


 


ISTJ


 


Serious, quiet, earn success by 


concentration and 


thoroughness.  Practical, 


orderly, matter


-


of


-


fact, log


ical. 


realistic. a


nd dependable.  See 


to it that everything is well 


orga


nized.  Take responsibility.  


Make up their own minds as to 


what should b


e accomplished 


and work toward it steadily, 


regardless of protests or 


distractions.


 


 


ISFJ


 


Quiet, friendly, responsible, 


and con


scientious.  Work 


devotedly to meet their 


obligations.  Lend stability to 


any project


 or group.  


Thorough and painstaking, 


accurate.  Their interests are 


usually not technical.  Can be 


patient with necessary detai


ls.  


Loyal, considerate, perceptive, 


con


cerned with how other 


people feel.


 


ISTP


 


Cool onlookers


--


quiet, reserved, 


observing and analyzing life 


with detached curiosity and 


unexpected flashes of original 


humor.  Usually interested in 


cause and effect, how and why 


mechanical things work, and in 


organizing facts using logical 


princ


iples.


 


ISFP


 


Retiring, quietly friendly, 


sensitive, kind, modest about 


their abilities.  Shun 


disagreements, do not force 


their opinions


 or values on 


others.  Usually do not care to 


lead but are often loyal 


followers.  Often relaxed about 


getting things done becau


se 


they enjoy the present moment 


and do not want to spoil it by 


undue haste or exertion.


 


 


INFP


 


Full of enthusiasms and 


loyalties, but seldom talk of 


these until they know you well.  


Care about learning, ideas, 


language, and independent 


projects of their own.  Tend to 


undertake too much, then 


somehow get it done.  Friendly, 


but often to


o absorbed in what 


they are doing to be sociable.  


Little concerned with 


possessions or physical 


surroundings.


 


INTP


 


Quiet and reserved.  


Especially enjoy theoretical or 


scientific pursuits.  Like 


solving problems with logic 


and analysis.  


Usually 


interested mainly in ideas, 


with little liking for parties or 


small talk.  Tend to have 


sharply defined interests.  


Need careers where some 


strong interest can be used and 


be useful


 


ESTP


 


Good at on


-


the


-


spot problem 


solving.  Do not worry, enjoy 


whatever comes along.  Tend 


to like mechanical things and 


sports,


 with friends on the side.  


Adaptable. tolerant, generally 


conservative in values.  Dislike 


long explanations.  Are best 


with re


al things that can be 


worked, handled, taken apart, 


or put together.


 


 


ESFP


 


Outgoing, easygoing, 


accepting, friendly, enjoy 


everything and make things 


more fun for others by their 


enjoyment.  Like sp


orts and 


making things happen.  Know 


what's going on and join in 


eagerly.  Find remembering 


facts easier than mastering 


theories


.  Are best in situations 


that need sound common sense 


and practical ability with 


people as well as with things.


 


ENFP


 


Warmly enthusiastic, high


-


spirited, ingenious, 


imaginative.  Able to do almost 


anything that interests them.  


Quick with a 


solution for any 


difficulty and ready to help 


anyone with a problem.  Often 


rely on their ability to 


improvise instead of prepar


ing 


in advance.  Can usually find 


compelling reasons for 


whatever they want.


 


ENTP


 


Quick, ingenious, good at 


many things.  Stimulating 


company, alert and outspoken.  


May argue for fun on either 


side of a qu


estion.  


Resourceful in solving new 


and challenging problems, but 


may neglect routine 


assignments.  Apt to turn to 


one new inter


est after another. 


Skillful in finding logical 


reasons for what they want.


 


 


ENTJ


 


Frank, decisive, leaders in 


activities Usually good in 


anything that requires 


reasoning and intelligent talk, 


such as publi


c speaking. Are 


usually well


-


informed and 


enjoy adding to their fund of 


knowledge. May sometimes 


appear more positive and 


confident than their, 


experience in an area 


warrants.


 


 


ENFJ


 


Responsive and responsible.


Generally feel real concern for 


what others think or want. and 


try to handle things with due 


regard for the other person's 


feelings.  Can present a 


proposal or lead a group 


discussion with ease and tact.  


Sociable, popul


ar, sympathetic.  


Responsive to praise and 


criticism.


 


ESFJ


 


Warm


-


hearted, talkative, 


popular, conscientious, born 


cooperators, active committee 


members.  Need harmony and 


may be good 


at creating it.  


Always doing something nice 


for someone.  Work best with 


encouragement and praise.  


Main interest is in things 


that 


directly and visibly affect 


people's lives.


 


 


ESTJ


 


Practical. realistic, matter


-


of


-


fact, with a natural head for 


business or mechanics.  Not 


interested in subjects they see 


no use for, but can apply 


themselves when necessary.  


Like to organize and run 


activities.  May make good 


administrators, espec


ially if 


they remember to consider 


others' feelings and points of 


view.


 


 


Characteristics Frequently Associated with each Type


 


Sensing Types


 


Intuitive  Types


 


Introverts


 


Introverts


 


Extroverts


 


Extroverts


 




       

       

       

       

INTJ 

Usually have original minds 

and great drive for their own 

ideas and purposes.  In fields 

that appeal to them, they have a 

fine power to organize a job 

and carry it through with or 

without help.  Skeptical, 

critical, independent, 

determined, sometimes 

stubborn.  Must learn to yield 

less important points to win the 

most important. 

INFJ 

Succeed by perseverance, 

originality, and desire to do 

whatever is needed or wanted.  

Put their best efforts into their 

work.  Quietly forceful, 

conscientious, concerned for 

others.  Respected for their 

firm principles.  Likely to be 

honored and followed for their 

clear convictions as to how 

best to serve the common 

good. 

ISTJ 

Serious, quiet, earn success by 

concentration and 

thoroughness.  Practical, 

orderly, matter-of-fact, logical. 

realistic. and dependable.  See 

to it that everything is well 

organized.  Take responsibility.  

Make up their own minds as to 

what should be accomplished 

and work toward it steadily, 

regardless of protests or 

distractions. 

 

ISFJ 

Quiet, friendly, responsible, 

and conscientious.  Work 

devotedly to meet their 

obligations.  Lend stability to 

any project or group.  

Thorough and painstaking, 

accurate.  Their interests are 

usually not technical.  Can be 

patient with necessary details.  

Loyal, considerate, perceptive, 

concerned with how other 

people feel. 

ISTP 

Cool onlookers--quiet, reserved, 

observing and analyzing life 

with detached curiosity and 

unexpected flashes of original 

humor.  Usually interested in 

cause and effect, how and why 

mechanical things work, and in 

organizing facts using logical 

principles. 

ISFP 

Retiring, quietly friendly, 

sensitive, kind, modest about 

their abilities.  Shun 

disagreements, do not force 

their opinions or values on 

others.  Usually do not care to 

lead but are often loyal 

followers.  Often relaxed about 

getting things done because 

they enjoy the present moment 

and do not want to spoil it by 

undue haste or exertion. 

 

INFP 

Full of enthusiasms and 

loyalties, but seldom talk of 

these until they know you well.  

Care about learning, ideas, 

language, and independent 

projects of their own.  Tend to 

undertake too much, then 

somehow get it done.  Friendly, 

but often too absorbed in what 

they are doing to be sociable.  

Little concerned with 

possessions or physical 

surroundings. 

INTP 

Quiet and reserved.  

Especially enjoy theoretical or 

scientific pursuits.  Like 

solving problems with logic 

and analysis.  Usually 

interested mainly in ideas, 

with little liking for parties or 

small talk.  Tend to have 

sharply defined interests.  

Need careers where some 

strong interest can be used and 

be useful 

ESTP 

Good at on-the-spot problem 

solving.  Do not worry, enjoy 

whatever comes along.  Tend 

to like mechanical things and 

sports, with friends on the side.  

Adaptable. tolerant, generally 

conservative in values.  Dislike 

long explanations.  Are best 

with real things that can be 

worked, handled, taken apart, 

or put together. 

 

ESFP 

Outgoing, easygoing, 

accepting, friendly, enjoy 

everything and make things 

more fun for others by their 

enjoyment.  Like sports and 

making things happen.  Know 

what's going on and join in 

eagerly.  Find remembering 

facts easier than mastering 

theories.  Are best in situations 

that need sound common sense 

and practical ability with 

people as well as with things. 

ENFP 

Warmly enthusiastic, high-

spirited, ingenious, 

imaginative.  Able to do almost 

anything that interests them.  

Quick with a solution for any 

difficulty and ready to help 

anyone with a problem.  Often 

rely on their ability to 

improvise instead of preparing 

in advance.  Can usually find 

compelling reasons for 

whatever they want. 

ENTP 

Quick, ingenious, good at 

many things.  Stimulating 

company, alert and outspoken.  

May argue for fun on either 

side of a question.  

Resourceful in solving new 

and challenging problems, but 

may neglect routine 

assignments.  Apt to turn to 

one new interest after another. 

Skillful in finding logical 

reasons for what they want. 

 

ENTJ 

Frank, decisive, leaders in 

activities Usually good in 

anything that requires 

reasoning and intelligent talk, 

such as public speaking. Are 

usually well-informed and 

enjoy adding to their fund of 

knowledge. May sometimes 

appear more positive and 

confident than their, 

experience in an area 

warrants. 

 

ENFJ 

Responsive and responsible.

Generally feel real concern for 

what others think or want. and 

try to handle things with due 

regard for the other person's 

feelings.  Can present a 

proposal or lead a group 

discussion with ease and tact.  

Sociable, popular, sympathetic.  

Responsive to praise and 

criticism. 

ESFJ 

Warm-hearted, talkative, 

popular, conscientious, born 

cooperators, active committee 

members.  Need harmony and 

may be good at creating it.  

Always doing something nice 

for someone.  Work best with 

encouragement and praise.  

Main interest is in things that 

directly and visibly affect 

people's lives. 

 

ESTJ 

Practical. realistic, matter-of-

fact, with a natural head for 

business or mechanics.  Not 

interested in subjects they see 

no use for, but can apply 

themselves when necessary.  

Like to organize and run 

activities.  May make good 

administrators, especially if 

they remember to consider 

others' feelings and points of 

view. 

 

Characteristics Frequently Associated with each Type 

Sensing Types  Intuitive  Types 

Introverts

  Introverts

 

Extroverts

  Extroverts

 



INTRODUCTION TO

CONFLICT LEADERSHIP


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 looses 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


[image: image17.wmf]Balancing and

Valuing

the Energy


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.

Exploring Conflicts

Group Task #2


As a sub-group – discuss and draw conclusions about the following:

· How do you first “Feel” that there is a conflict:  (Look at the exercise on Page 6-8 of “How to Handle Conflict and Confrontation” and discuss with your group why these “situations” make you feel like there is a conflict).

· What are the initiators of conflict?  

· Where does the passion, or lack of passion come from?
· What do we most like and value in a good conflict?
Positives of Conflict
Negatives of Conflict




· What concerns us the most about conflicts?
· What do we most need to Learn about conflicts?
· VEGINOTS Exercise:
· Break up into groups of 3-4 people.  
· In each group – assign one person to be Dr. Smith, one person to be Dr. Harper, and the other person(s) to be observers of the process.  Please do not read your information to the others in the group.
· Have Dr. Smith and Dr. Harper confront each other and attempt to resolve their “conflict” while the observers simply identify the process the two doctors are using and their successes or failures.
· As a group we will discuss:
· What were the issues truly in conflict?

· How did the parties feel about their goals and needs?
· How openly was information shared?  
· Would improved sharing of the information make resolving the conflict easier?
· 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 decided 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.

Sources of Conflict: Understanding Differences

Group Task #3


Typically 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.

Assignment
· 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 outlined:  (You may want to use “5 Why’s” in the back of this resource guide to dig deeper into the issues surrounding the conflict.)

· As a group – summarize the top 3-4 areas of disagreement and the top 3-4 areas of agreement and share them with the other group.

· Identify any key learnings – or new insights you gained from systematically analyzing the conflict.

 CORE DIFFERENCES



RATIONAL




JUDGEMENTAL

Players:



Description of Conflict:



Areas where we disagree
Areas where we Agree:

Facts



Goals



Methods



Values



Facts

If the difference is over facts, you may want to try following the steps below:

1. Stop talking at each other and repeating facts.


“I think we’re saying the same things over and over,”

2. Clarify that there is a difference over the facts.

“

We see the same things differently” or “we have different facts.  For example ….”
3. Establish criteria for acceptable facts.

“We need some guidelines about which facts to accept.”

4. Decide whether the data you have is provable.

“How can we prove the data in a way that’s acceptable to both of us?”

5. 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.

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

Goals

If the difference is over goals, you may want to try following the steps below:

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

“We have different goals”

2. State your specific goals.



“My goals are …. “

3. Learn and state the other’s specific goals and be open for correction and clarification.

“Your goal appears to be …. “

4. Identify the difference between the goals.

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

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

7. 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.”

Methods
If the difference is over methods, you may want to try following the steps below:

1. 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.”

2. State clearly your method.

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

4. Identify differences between the methods

“The real difference is …”

5. Together establish criteria for judging the best method.  Apply these criteria to your proposed methods.

6. Try to establish alternative methods acceptable to both of you.

7. Decide who will choose methods if you can’t resolve the difference yourselves.

Values
If the difference is over values, you may want to try following the steps below:

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

2. State clearly that underlying value you consider important.

3. Hear and repeat the other’s value and be open to correction and clarification.

4. Acknowledge both values as legitimate.  Avoid assigning right and wrong.

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

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

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

Leading Beyond Conflict – Building Process

Group Task #4


Learning 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 through 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 process outlined by the Core team to build a specific plan for resolving the conflict

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

· Identify the differences you would see in working through a conflict involving the union and bargaining agreement.

Composite Process (formulated by the Core Team)
· Recognize conflict (look for the signs)

· Take the appropriate immediate response

· Interrupt the conflict & 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

UNDERSTANDING THE RESOLUTION OPTIONS
Possible Resolution Outcomes:

Win – Lose








Win – Win

My way or the Highway






Both get needs met

I don’t care what you need












Win a Little

Lose a Little











Lose – Lose








Lose – Win











You get what you

need and want


BARRIERS TO CONFLICT RESOLUTION (Page 48 of “How to Handle Conflict..”)

· Discounting the entire message when one flaw is found

· Judging the messenger rather than evaluating the message

· Scanning your arguments

· Giving premature responses

· Listening for agreement rather than for understanding

· Wandering mind

· Drive to be right

· The “principle of it”

Composite Process (Conflict Involving Bargaining Unit Employees):
· Recognize conflict (look for the signs)

· Take the appropriate immediate response

· Interrupt the conflict & suspend discussion
· Question the need for union representation

· 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

· Union contract language
· Identify Resources Needed

· People involved

· People with information/knowledge

· Committeeman (shop steward/safety steward)
· Other information

· Complete the discovery process

· Set a time and place for resolving the conflict

· Per union contract
· Re-clarify expectations, ground rules & goals

· Get commitment to finding a solution together

· Brainstorm options

· Evaluate the options (possible consequences, etc.)

· Eliminate options that are bargaining/negotiation issues
· Select an option (seek win/win)

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

· Follow up to insure accountability

Pre-reading Review:


“How Management Teams Can Have a Good Fight”

· From the Article and your experience identify:

· 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 “get’s 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 Williams?

“Don’t Avoid Conflicts Manage Them”

· This short article has 5 key concept about managing conflict.  Please Identify:

· Which key concept is do you personally have to work on most and why?

· Which key concept should we work on most at Williams and why?

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

Conflict Styles

Group Task #5


Assignment

· Complete Thomas Killman Conflict Instrument

· Discuss Conflict Styles and the benefits or liabilities of each.

· Identify Key Skills which you or others in the group need to improve in order to be more effective with conflict.

· Review “Things Leaders Need / Need to Do” as it applies to Williams.

· Go back to your Meyers Briggs “Style Assessment” and discuss the differences which each dimension brings to conflict (note exercise on next page.)

Meyers Briggs and Conflict

How we “Identify and Observe the Conflict”

Sensing it (Physical demonstration)
Intuiting It (Internal, gut instincts)




How we “Clarify and Understand the Conflict”

Thinking (Rational/Logical Descriptions)
Feeling (Values Driven Descriptions)




How we “Personally React, Respond and Resource the Conflict”

Extrovert (Looking outward toward others)
Introvert (Looking within myself)




How do I “establish a process and work through a resolution to conflict”

Judging (Ordered and consistent)
Perceiving (Random and creative)
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CONFLICT MANAGEMENT STYLES

Five Conflict Management Styles
STYLES OF HANDLING CONFLICT

STYLE
BENEFIT TO

SELF / OTHERS
CONTEXT
EFFECTIVE

WHEN
USE

Dominating / Competitive

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.

Accommodation

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

Avoidance
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.

Compromise


Win / Lose

Win / Lose


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.

Collaboration

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.

Things Leaders Need / Need To Do:


                            From Above

· Support  


                            From Each Other

· Courage – to do what’s “Right”

· Understanding

· Recognizing the “Loss”

· To expect more of each other

· Build 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

A Framework for Thinking through Conflict


Balanced and Valuing the Energy

In order to provide the leadership necessary to 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.

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?”

Augus Communications



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 especially if he wants to cure your illness rather than treat your symptoms.

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, 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 really need 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.

The following exercise has been constructed to evaluate our “listening” skills and strengths.

LISTENING
A Quick Review of our Skills

Dale Murphy arose five minutes earlier than normal that day.  He was excited about the prospect of closing the largest sale he had ever made to his largest account, the First National Bank.  The Management Information Systems Manager had told him on the phone recently that Dale's firm, NCR, had been chosen to be the supplier for the bank's new mainframe computer.

As he walked to the bathroom to shave and shower, he noted that the digital clock radio read 5:57 a.m.  His wife, Shirley, called up the stairs that his coffee was ready just as he emerged from the shower.  He finished a cup as he read the business section of his morning paper.  As he was finishing his second cup of coffee, he decided to go for a quick jog rather than running after work as was his custom.

He sprinted up the steps and slipped into the green velour running suit his children had given him for Christmas and of which he was not particularly fond.  His 2 1/2 mile run was 1/2 mile longer than normal; he chalked it up to excitement.

As he kissed his wife goodbye and said goodbye to his eldest daughter, he noted with satisfaction how happy he was with his new Alfo Romeo.  As he pulled into the company's parking garage, he was pleased to see that his favorite parking space was still available.  Then again, he thought, it is Monday and it is only 7:55 a.m., about 15 minutes earlier than my usual arrival time.

The coffeepot was on so he took a cup of coffee with him to his desk.  He called the MIS Manager and told him he would be there in about 45 minutes since he had a few things to do at his office and it was a good 30 minute drive from his downtown office to the customer's suburban location.

As he stood looking at himself in the shiny surface of the elevator doors.  He straightened the knot in his favorite polka dot tie and brushed off a little dandruff from the shoulders of his new blue wool suit.  He thought how proud he was of himself for having only one poached egg and a piece of rye toast for breakfast.  Everything was sure looking up!

the test
1.
Our character's name is __________________________.

2.
His largest account is ______________________.

3.
His company sells ________________________.

4.
The name of his company is _________________________.

5.
The section of the newspaper he read was ____________________________.

6.
His wife's name is ________________________________.

7.
True or False.  His office is downtown.  ____________.

8.
How many cups of coffee did he have before he left his office for the client's place of business?  Count those he had at home and at the office.  _______________.

9.
What time did he get up today?  ________________

10.
How many miles does he usually jog?  ____________

11.
What color is his running suit?  _________________

12.
How many daughters, at least, does he have?  ________________

13.
He usually arrives at work at ____________.

14.
What day of the week is it?  _________________

15.
What did he have for breakfast?  _________________________________

16.
What color is his new car?  ________________________________________

17.
What color is his favorite tie?  _____________________________________

18.
What color is his new suit?  ____________________________

19.  
True or False.  This was going to be his largest sale ever.  ___________

20.
True or False.  This account is located downtown.  _____________

the answers
1.
Our character's name is Dale Murphy.

2.
His largest account is First National Bank.

3.
His company sells computers.

4.
The name of his company is NCR.

5.
The section of the newspaper he read was business.

6.
His wife's name is Shirley.

7.
True or False.  His office is downtown.  True.

8.
How many cups of coffee did he have before he left his office for the client's place of business?  Count those he had at home and at the office. 3.

9.
What time did he get up today? 5:57am
10.
How many miles does he usually jog? 2
11.
What color is his running suit? Green
12.
How many daughters, at least, does he have? 3
13.
He usually arrives at work at 8:10am.

14.
What day of the week is it?  Monday
15.
What did he have for breakfast?  Poached egg and rye toast
16.
What color is his new car? Not given
17.
What color is his favorite tie?  Not given
18.
What color is his new suit? Blue
19.  
True or False.  This was going to be his largest sale ever.  Don’t know
20.
True or False.  This account is located downtown.  False
 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.  There 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 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 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.

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

Although we have proposed a couple of process formats, it is extremely important that the group builds and agrees 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.

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 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.

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 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.

SUPPORT MATERIALS


F

or additional support materials on helping build conflict resolution processes.

· The 5 Whys

· How to Be a Process Observer

· 6 D’s in Consensus

· Fitting In

· Individual Change Process

To order any of the above, or to obtain a copy of available STS International Training and Development Materials, contact Amy McPherson at 336-584-7220  ext. 301.

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.

HOW TO BE A

PROCESS OBSERVER


Can a small group of people successfully sit down together, calmly and effectively discuss problems of mutual concern, and come up with workable solutions to the problems?  The answer, of course, is that they can, but this skill and ability is not automatically built into the group.  The group must build the skills and develop the processes to become effective.

Most of us could become more effective group members, however, it is most difficult to be an active participant in a group, and at the same time analyze what is going on in the group.  In fact, it is extremely difficult to analyze your own role in a group, how others perceive you, how you effect the group, or to assess your own understanding and use of group skills.

Since the effectiveness of the group is directly tied to the effectiveness of the group’s members we need to have a process, a way to look in the mirror and take a close look at both the group dynamics and our own performance in the group.

A “process observer” can help provide this mirror.  This observer could be a person outside your group who can meet with you to listen, look, feel, and analyze the group processes as your team works together.  Then provide the members with feedback on the effective use of their team processes.  Or, you could take a “time out” from your role as a member of the team and become a process observer yourself.  This will force you to become aware of the process, and let you analyze the ways in which a group functions. 

General Guidelines for the Observer

*
Do not try to observe too many things at one time.

It is easy to observe a group and try to watch all the processes taking place, and end up with no in-depth analysis of any one specific aspect of group behavior.  Try to focus on a few aspects of group behavior at one time, and then you can move on to other aspects.  Limit your observations so you can do a thorough job.

*
Assume that group members already understand and possess good team skills.

It is critical not to come to the team as the “expert” who will “analyze and solve” their poor processes.  Try to understand the processes they are using, identify the positive skills being displayed, and build on these by reminding them of what they already know through your feedback.

*
Always look for what the group is doing right; what is good; and what is being accomplished.  


In giving groups or individuals feedback, stress the positive.  Point out what the group is doing well.  Focus on successes and reinforce the positive.   

*
Provide your feedback to the group or individual in the form of questions.  Remember, you are not in charge of the group and are not responsible for the group.  The group has asked for feedback and your responsibility is to provide this feedback about process, not to assume responsibility for the group.

*
Remain neutral with respect to the task or direction of the group.
You should not participate in any controversy that is taking place in the group.  Particularly, do not focus on the content of the group, but on the process of how the group is working on the content.  For example, you might say, “I wonder if all the members understood the purpose of the meeting,” rather than “The meeting would have been more efficient if you had changed your topic and discussed something else.”  You might make a comment such as, “I wonder if the group realizes you discussed grading, scheduling, and advisor meetings in the space of the last eight minutes.”  Your comment should urge the group to consider whether eight minutes was too much or too little time to devote to these issues, not to have them discuss whether those were the appropriate issues to be talking about.

The purpose of asking questions is to allow the group to analyze its own behavior.  If one or two members are dominating, you might ask, “Is everyone getting an equal chance to participate?”  Having the group deal with the question of participation is far better than your telling the group that one or two individuals dominated.  Try to draw the group out and get their comments.

*
Try to provide the participants with some feedback that they can see.  


You might use a chart, a graph, or some kind of display.  This is far more effective than your just telling them.  Leave the group with something tangible.  If nothing else, leave the group with a written record of your questions.

Examples and Tools for Process Observation

Below are various forms of observations which can be made to help the group evaluate the effectiveness of their processes.  The text in italics shows ways in which the observations can be provided to the group.

I. 
Open Communications

As a process observer you may listen and record the type and content of communications used within the group.   


OBSERVATION:
· “That’s not on the agenda”

· “I see no point in talking about that again”

· “It’ll never work”

· “You would not say that if you understood the problem”

· “Wait until you have been around as long as I have”


RESPONSE:
Here are some comments I picked up (write the list above on a flip-chart).  Are they evidence that you were staying with your agenda, or was there a tendency to not have everyone fully express themselves?  How do you feel?  Do you feel you have open communication?  What are some things your group can do that would increase open communication?

II.  
Private Agenda
You may listen for and note the similarities or differences between the group’s stated agenda and the agendas you observe from individuals.


OBSERVATION:



Group Agenda




Individual Agenda


 
Develop specs for new truck


Make sure we don’t get Brand-X

 
Present information to mgmt


Get a trip to the manufacturing plant


 
Meet our schedule



 
Get done in time for lunch


RESPONSE:


I have listed the stated agenda and the private agendas I felt were expressed.  If I am correct, how do you deal with this issue?

III.
Who does the talking?








Start Time_________   End Time _______

Observe the group for a few minutes.  Record the length of the observation and the number of times each person talks.

RESPONSE:
(Show the group the chart) “Considering what you were doing, is this the involvement you would like?”

IV. Interruptions

You may identify the interruptions which keep the group from staying together on the issues. 


OBSERVATION:
· Phone call

· Two members left the meeting to make phone calls

· Two left to get Cokes

· One left to find a report

· One left to give material to secretary

· A manager came in to talk with one member


RESPONSE:
Do you feel the interruptions hurt the group progress?  How do you each feel about the interruptions and what might you do to improve or better control them? 

V.
Group Interaction







Start Time_______   Stop Time______ 


Observe the group for a few minutes.  Record the length of the observation.

In this case draw an arrow from the person who is speaking to the person he is talking to.  If comments are directed to the group as a whole, draw the arrow to the center. 


RESPONSE:


(Show the chart)

This shows interaction for a 5 minute period; however, it is typical of the entire meeting.  What conclusion do you draw from the interaction?

VI.
Successes

Focusing on positive actions and reactions within the group is a way of recognizing and reinforcing the teams processes and growth. 


OBSERVATIONS:
· A person was always complimented for a new idea as evidenced by:  “That’s good!”  “Why didn’t I think of that?”  “You’re right!”  “Good!”

· Everyone seemed to feel a responsibility for the group.

· All members had a clear idea of the agenda and most conversation was on the topic.

· During the controversy you dealt with issues not personalities.

· You came to closure on every item.  When decisions were postponed, it was clear they were being postponed.


RESPONSE:

These are the things I feel helped make your meeting successful.  How do you feel about my observations?

Feedback to Individuals

Unless the group is very sophisticated and the individuals secure, feedback is usually better given to the group as a whole.  Individuals may get defensive, be offended, feel “put down” or “on the spot” and this may not be very effective.  However, you have to be the judge of when you may or need to be specific and direct with persons in the group in order for the group to be effective.  Following are some tips for when you use individual feedback:

*
Always describe what you observed or perceived rather than pass judgement.  You want to avoid putting anyone on the defensive.  Rather than saying, “I really felt that you were extremely hard on the group,” you might say, “I sensed that others grew very angry with you when...”  Tell the person how you think others felt, not that he was hard on others.  Clarify that you are giving “your” reaction or perception to what took place and you realize that you may not be totally accurate.  You cannot be a judge of what a person meant, or of his feelings when he made a statement, but you can identify the actions and reactions you observed.

*
Be sensitive to the needs of the person who is receiving the feedback.  How secure do you feel he is?  Is he accepted within the group?  Has he ever received this type of feedback before?  Remember not to get emotionally involved in the discussions.  Do not give feedback to relieve your own tensions. You are there to help the group with their processes, not to relieve your own tensions or frustrations.

*
Wait until you are asked for comments rather than bombarding a person with your observations.  To receive feedback effectively, the person must open the door for himself.  And once he has opened it, if the feedback overloads his system, he may begin to close it again.  Be sensitive to facial expressions and other non-verbal clues.  He may be telling you he wants you to stop and if you begin to pick up these clues, stop.  Do not tell any more than he really wants to hear.  Drop it.

*
Check with the participant to see if your feedback is understood.  Get the participant to verbalize what he heard.  You might ask him, “Could you tell me what you understood me to say?”  Or, “Could you restate the point I’ve tried to make?”

*
Allow plenty of time for feedback.  

Don’t schedule just enough time to “give” your feedback, allow time to understand the issues together.  Don’t worry that the conversation must be continuous, moments of silence are fine.  They allow the participants to think about things, ask questions, clarify the issues, and really seek understanding.

*
Give feedback about those things that can be changed.  

For example, noting that the individual’s personality or his way of addressing people is less than perfect will not alter their behavior.  Only deal with behaviors you can specifically describe and that the person can take action on.  Be realistic.  Ask yourself if you could improve your performance based on the feedback you are about to give.
6 D’S IN CONSENSUS


“In this new world, you and I make it up as we go along, not because we lack expertise or planning skills, but because that is the nature of reality.  Reality changes shape and meaning because of our activity.  And it is constantly new.  We are required to be there, as active participants.  It can’t happen without us and nobody can do it for us.”





—Margaret Wheatley

Organizations everywhere are recognizing the “constant newness” of the world we work in.  People are trying to get into, get hold of, or somehow find the key to gaining consensus between members of a group in order to more effectively deal with this change and newness.

This is the consensus which doesn’t mean compromise or winning people over to my idea.  It’s not the proverbial “committee” decision; i.e., the camel is a horse designed by a committee.

It is a process which creates synergy.  A decision which is better than any individual in the group could have developed on their own.  A “Win-Win” solution for all parties.

There are many common things people say when they want to sound like they have consensus or are a part of a consensus decision, but they have failed to “get into” the process and “reach” consensus.  How many of these have you heard:

· I trust the group, so I’ll go along with whatever the group feels.

· This is how I feel, I know you don’t agree with me, but I’ll go along with what you all decide.

· Let’s just do it and I’ll support it.  I don’t need to hear your philosophy, history, and rationale.

· We had 75% consensus on the decision.  So I had to go along with it.

Any of these rationale, and more, keep a group from really finding a path to consensus.  I said “a” path, because their is no “the” path.  Each group must create the path.  Create a process for making decisions by consensus.

Most groups tend to short-change the “path-creation” process.  It’s like traveling through the jungle.  The first time you head into the jungle, you have to cut away brush, clear vines, fall over roots and stones, and tear your clothes on the snags.  If you are going to travel this path often, it would be worthwhile to build a serious path.  Bring in a bulldozer, level out the roots, snags, and rocks, pave the road and zoom down the path.  In most groups we continue to struggle through the dense underbrush rather than build a road.

Consensus decisions follow the same formula for effectiveness as for any effective decision.

Effective Decision = Quality Thinking x Acceptance
Groups which select a decision which is most acceptable to everyone, or the least annoying, may miss the Quality input which they need to be effective.  By the same token, a group with an “acknowledged” expert may go along with him without question or understanding, and they have not really created the decision.

Remembering that there is no magic “key” or method to gaining consensus, the following D’s may help your group in sorting out their process.

1.
Dialogue

Dialogue is not a step in the process, but an overall context in which to meet, share, and understand.  In the book “The Fifth Discipline,” Peter Senge describes this process as follows:

“...dialogue comes from the Greek dialogos.  Dia means through.  Logos means the word, or more broadly, the meaning. ...a free flow of meaning between people, in the sense of a stream that flows between two banks.”

In a Dialogue we are willing to share the information, biases, thoughts, presumptions, history, vision, and point of view “openly” and listen just as openly to the same information, biases... from others in the group.  In this way, as Senge notes:

“In dialogue, ...a group accesses a larger ‘pool of common meaning,’ which cannot be accessed individually.   The whole organizes the parts, rather than trying to pull the parts into a whole.”

2.
Define

A thorough definition of the objective or problem, created jointly through dialogue, is essential if the group is to focus their energies and really work together.  You might ask the questions:

· Where did the question come from?  What is the future need?

· Who is affected by it?  Who should really solve it?

· What does it look like?  What is the present state?

3.
Disclose

Members of the group must be willing to disclose how they feel about the subject.  This is a key step that is missed by many groups.  They must clearly identify their beliefs and biases and be allowed to explain why they feel that way.  During this portion, other team members must truly listen to understand why each person feels the way they do.  This is not a time to judge the issues, rather to understand, clarify, respect, and record them.  Remember Dialogue.

4.
Detach

After disclosure, members must be willing to detach themselves from their positions and let the issues become the property of the group.  Successful detachment allows the members of the group to step away from their paradigms and ownership in order to take a more objective look at both the needs and the disclosed issues.  The next step will be to find the best solution for the entire group.

5.
Develop

If the ideas are no longer just Joe’s or Pam’s and they are owned by the group, then the group may look at them with the objectivity and openness necessary to generate “Win-Win” possibilities.  Ideas can be shared openly.  Positives, costs, effects, and applicability evaluated by the group.  Knowing all the desired outcomes of the group allows them to synthesize new and better possibilities.  If the plan is truly a “Win-Win,” there is no need to vote, quibble, or just decide between either/or alternatives.  In a “Win-Win” the group has found a new way through the jungle, a way not previously traveled, a way built together.  They are willing to build it together because we were all heard, all involved, all enlisted, and all leading the way.

6.
Do It!!!

Enough said.

Remember — each decision is based on the best available information at a point in time.  As soon as you begin to “Do It,” more information is available and reality is new.  Continue the dialogue, continually improve, continually adapt, and............ “Do It” again — together.
FITTING IN

A Search for Understanding


SOME THOUGHTS TO CONSIDER WHEN YOU’RE DEALING WITH

 THOSE WHO DON’T FIT IN.
Everyone Will Not “Fit In” At Some Point In Time.

If You’re Looking for Someone Who Doesn’t “Fit In,” You Will Surely Find

 Them and Then You’ll Find Some More Later.

Organizations & Teams Need People Who Don’t “Fit In.”

People Who Don’t “Fit In” Bring Differences Which Are Essential to Synergy.

Our Perceptions of Those Who Don’t “Fit In” Are Often Not Accurate.

Those Who Consistently and Constantly Don’t “Fit In” 

Will Eventually De-select.

The More We Grow in Self-Confidence, the More Empathy We Have For

 Those Who Don’t Always “Fit In.”

The More Time We Invest In Understanding Those Who Don’t “Fit In,” The

 More We See How They Do “Fit In.”

INDIVIDUAL

CHANGE PROCESS

C

ontinual 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.  The need can be felt or experienced either:

Externally – Imposed on the individual by:


Fear/Threat


Punishment


Crisis


Guilt


Coercion
Internally – 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.  Change because of external sources is usually compliance rather than change.  True change is driven from within, not without.

Third Party Feedback
People need the involvement of a significant other person to get a clear view of their progress in achieving the change desired.



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 they establish processes that 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
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INTUITIVE   (N)

SENSING   (S)

How do you best take in information?
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Thinking  (T)

		Preference for making decisions by organizing and structuring information in a logical way

		Analyze, critique

		Firmness

		Justice

		Reason

		Why ???
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JUDGING   (J)

		Preference for living a planned and organized life

		Closure - decisive

		Scheduled - punctual

		Purposeful

		Controlled, settled

		Set goals
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PERCEIVING   (P)

JUDGING   (J)

How spontaneous or structured  is your life?
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PERCEIVING   (P)

		Preference for living a spontaneous and flexible life

		Options

		Open Minded

		Resist structure

		Gather information

		Respond to the moment – adapt as you go

		Let life happen
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FEELING   (F)

		Preference for organizing information and making decisions in a personal and value oriented way

		Heart

		Sympathize

		Persuasion

		Impact on people

		Circumstances

		Who ???
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INTUITIVE   (N)

		Preference for taking in information through a “sixth sense” and noticing what might be

		Big picture - possibilities

		Theoretical

		Insights – see connections

		Future oriented

		Leap around in conversations

		Head in the clouds
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FEELING   (F)

THINKING   (T)

How do you make decisions?
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SENSING   (S)

		Preference for for taking in information through the five senses and noticing what is actual

		Facts & details

		Literal, practical, sequential

		Present oriented

		Step by step

		Down to earth
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EXTROVERT    (E)

		Preference for drawing energy from the outside world of people, activities, or things

		Shows and shares feelings freely

		Easy to know

		Animated, shows enthusiasm

		Multiple relationships

		Do – Think – Do – action oriented
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INTROVERT   (I)

		Preference for drawing energy from one’s internal world of ideas, emotions, or impressions

		Few close relationships

		Depth, concentration

		Avoids/minimizes physical contact

		Prefers to work independently

		Think – Do - - Think
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INTROVERT    (I)

EXTROVERT    (E)

Where do you draw your energy ?
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Understanding MBTI

		Only you can decide your type – it is based upon your preferences

		Your type does not explain everything, nor is it an excuse

		MBTI is a tool to help people improve relationships, and gain a better understanding of personal behaviors

		MBTI is not meant to limit people, but instead, to open possibilities

		MBTI assumes that all preferences are equally important
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ENERGIZING

Extroversion

Introversion

PERCEIVING

Sensing

INtuition

LIVING

Judging

Perceiving

DECIDING

Thinking

Feeling








_1025950429.doc


Balancing and







Valuing







the Energy
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Myers-Briggs Type Indicator

OBJECTIVES:

		Identify your own behavior style

		Recognize various character traits of each personality type

		Learn to understand and appreciate each style and the strengths each bring to the team

		Learn skills to better communicate and work with varying personalities
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