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Chapter 1

How CAN CONFLICT BE
CONSTRUCTIVE?

I have a friend who is one of the happiest people

1 know. No matter what the situation, she reframes
it as an opportunity. She is not lost in a city: she is
getting to meet new people. And she gets ithonest.
Her mother was very ill in the hospital, her heart
beat constantly monitored. As she watched the
peaks and valleys of the lines on the monitor (the
normal pattern), she thought she must be in pre-
carious shape. But when she saw the line momen-
tarily go straight on the monitor (the death pat-
temn), she knew she was finally improving and her
spirits soared.

CREATING MEANING

How we respond to others and situations is based
on the meaning we make. Some can be on a
vacation where nothing is going according to plan
and delight in the adventure. Others are sad ormad
because original expectations are not fulfilled.
Meaning is created, not found.

And so it is true of our response to conflict. Unfor-
tunately, when asked what words and meanings
they associate with conflict, volunteer managers
often say stress, anger, avoidance, loss, fear, disil-
lusionment, and battle. When framed in this way,
the meaning of conflict is negative, creating nega-
tive actions. For if I fear loss or dislike anger, I
likely will avoid conflict: passively, aggressively,
or passive aggressively. For example, some hope
to avoid conflict by being nice and pleasing; some
by eliminating the opponent; and some by a com-
bination: appearing pleasant while turning a knife
in the back. The irony is that chronically avoiding
conflict makes it worse. For ignored conflict does
not disappear but goes underground, only to erupt
later in confusing and often destructive ways: foot
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dragging, ramors, stalled decisions, tardiness, low
commitment, resentment, low productivity and
energy, scapegoating (often the leader), and other
forms of sabotage (albeit unconscious).

On the other hand, some words associated with
conflict that leak into the discussion are change,
growth, opportunity, excitement, energy, and
improved relationships. When we believe conflict
can have positive outcomes, our actions change:
from drawing battlelines to exploring differences;
from winning to seeking mutual solutions; from
feeling helpless to hopeful; from belittling to
encouraging; from dreading differences to em-
bracing them; from avoiding conflict to regulating
it. Constructive conflict has enormous benefits.

There are many ways to regulate conflict: from
discussion in which there are mild differences to
war. In between those extremes are situations that
call for face-to-face negotiation; heated up in-
stances in which people campaign to win or must
call in third parties; and cases that call for litiga-
tion.! I am talking here about situations that call for
negotiation, back and forth communication be-
tween people who have some goals in common
and some in opposition.2 And the benefits of using
constructive negotiation skills are that many situ-
ations will improve, preventing the use of more
extreme means of managing conflict; and the crea-
tive energy of the situation will be tapped.

BARRIERS TO CONSTRUCTIVE CONFLICT

The reason that many people get bound up in the
unproductive conflict cycle is that they view the
world in terms of opposites. Volunteer managers,
for example, usually want to be seen as sensitive,
caring, giving, helping, cooperative people and
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see these qualities contradictory to conflictual,
controlling, strategic, and tough behavior. In
choosing the former, they forgo the latter; with
several important consequences for managing
conflict. The first was alluded to earlier: conflict is
ignored, goes underground, only to crupt later. A
cycle of avoidance and accusation is set in motion.
Within this cycle, the soft qualities like caring
seem false since the only way to be truly caring is
to know when to be soft on people, nurturing them,
and to be tough on them, drawing the line. (Tough
love is a concept embracing both the soft and
hard.) I have heard of some programs being dam-
aged when a volunteer manager would not fire a
disruptive volunteer. I have heard even more tatk
of burn out and exhaustion because many volun-
teer managers believe helping means total acces-
sibility to others, saying “ves,” rather than a bal-
ance between taking care of self (controlling their
own time and space) and extending to others.
Giving to self is seen as self-ish while giving to
others is self-less. Thus they are depleted and can
give little to anyone. Rather than seeing qualities
as opposites, it is helpful to see them creating a
balance between the soft and hard dimensions of
ourselves, In my experience, volunteer managers
must learn to develop the hard side while under-
standing that when the soft and hard are balanced,
the connection to others and to self is indeed more
genuine and helpful.

The second consequence of seeing conflict as
negative is that it often is mistimed. Some prob-
lems become conflicts because complaints are not
followed up in a timely manner. In one case, some
volunteers had been complaining about the auto-
cratic style of the professional advisor of their
project. The manager promised to address the
issue but waited several months. The volunteers
finally went to the next level of management and
the conflict erupted unproductively.,

A third tendency when conflict is seen in opposi-
tion to caring has to do with misreading the con-
flict: focusing on surface vs. real issues, encum-
bering your goals, and pushing for conformity vs.
creativity.” For example, a volunteer managerin a
church planned a special youth mass, and the
assistant pastor was 20 minutes late. Instead of
addressing the problems created, directly express-
ing feelings about the incident, or making agree-
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ments for the future to help prevent mishaps, they
argued about whether being late meant a lack of
consideration.

When you are unclear about your own goals in a
conflict you may encumber them: have too many
goals which are sometimes contradictory them-
selves. For example, some of you may not only
want to solve difficulties between volunteers but
also want everyone to be happy. Happiness seems
to be measured by degree of agreement and reduc-
tion of differences, two conditions which block
the creative use of conflict. One manager con-
fronted two volunteers who expressed their anger
at each other by slamming doors and blocking the
other’s work. She said she wanted them to “to
understand the other’s position.” After the discus-
sion, both clearly understood but did not agree
with the other’s viewpoint, but became politely
cordial at work. Even though the stated goals of the
conflict were met, the manager judged the conflict
unproductive and tension for her remained be-
cause the volunteers did not like each other. The
tension is largely unnecessary if conflict is viewed
as problem solving and not as a way to make
everyone close friends. The insistence that every-
one like each other may even worsen and prolong
the conflict.

You may encumber your own goals because you
too want approval from others as well as a part of
their budget for your volunteer program. It does
not make sense if you are vying for limited re-
sources that others will approve of you. They can
respect you and defer to you, but may not like you
for having used your organizational power, Many
of you may be halted from developing effective
programs because someone does not approve of
you and your mission. At that time, you must make
a choice between being liked and being effective.
You do have to meet some interests of others in
your organization as you meet your own; but if
others need you, are served by you, they do not
necessarily have to like you. And it is ironic that
when you use your power well, to serve others
effectively, you will probably get more approval
in the long run not because you were nice and
accommodated everyone else, but because you
were effective. And it is true that some people
approve of you only when you conflict openly
with them rather than sweetly agreeing.
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You may also misread the conflict because you
unconsciously push toward conformity rather
than use differences creatively. In one church pro-
gram, the volunteer manager reported that the
pastor was interested in her program to increase
his power while she wanted only to serve the
clients. She was so disturbed by his motive that
she could not work with him. These two motiva-
tions are not necessarily in conflict and can be
used to get both people involved if we do not have
to be alike in order to work together. She might
even have presented him with an award in front of
his peers for his support of youth community
programs, satisfying his need for influence and
her need for budgetary support. A particularly
deadly trap is to push for value conformity in a
conflict. It has been my experience that volunteer
managers, to influence others, often try to change
others’ values rather than focusing on the problem
to be solved, thus polarizing the conflict. One
volunteer director said her Board was composed
of “a bunch of chauvinists™ and when she tried to
change the attitude of the Board about male/
female issues, the members increased their con-
trol by appointing more men of the same persua-
sion to the Board. There are strategies of influence
other than challenging ancther’s values. Once
your goal in a conflict switches from solving
concrete problems to proving you are right and the
other is wrong, both sides usually solidify and
constructive conflict is stymied.

The last consequence of seeing conflict as nega-
tive is that your agreements may be ineffective.
Even when you confront a problem and clear the
air, the conflict may worsen if you do not make
specific agreements. For example, one director of
volunteers wanted an employee to be on time in
the mornings. She talked about the problem; the
employee promised to do better, but continued to
be late (though not as late as before). The director
was angrier than before the conflict because she
believed her employee had broken an agreement.
The employee was frustrated because she was
“doing better.” “Doing better” is not an effective
agreement. Rather, agreements need to be con-
crete and measurable. When, specifically, should
the employee be at work? At what time does the
director consider him late? What are the conse-
quences for being late?
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The difficulties described above point to the areas
we need to consider to improve our handling of
conflict: using flexible approaches to conflict vs.
perpetuating the cycle of avoidance and accusa-
tion; understanding the real interests of the con-
flict so problems can be solved vs. pushing for
conformity for false harmony; reaching good
agreements vs. scttling for ambiguity that fosters
later resentment; and preparing yourself inter-
nally, examining your beliefs and feelings that
foster frustration or kindle hope. Conflict can be
constructive: let us begin.

FOOTNOTES

1. John Kelter views conflict on a struggle spectrim that
covers 6 stages of escalation: mild difference, disagree-
ment, dispute, campaign, litigation, and fight or war. In
each stage, the conflict parties get further apart and by the
third stage see each other as opponents. Behavior goes
from problem-solving to violence; goals initially include
the other person and then exclude them; communication
moves from open and friendly to guarded and hostile. Tohn
Keltner, “The Struggle Spectrum” handout material, Self
Awareness and Interpersonal Communication Workshep,
1987.

2. This definition parallels the one used by Roger Fisher and
Williarn Ury in Getting To Yes (Houghton-Mifflin: Bos-
ton, 1981).

3. Many of these negative patterns of managing conflict be-
came apparent when I asked 100 volunteer managers to
describe productivity and unproductivity conflicts. See
Elaine Yarbrough, “Managing Conflict,” The Journal of
Yolunteer Administration, II: 3, Spring, 1985.
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Chapter 2

COMMUNICATING
EFFECTIVELY

I woke up one Saturday moming stressed and ir-
ritated; nothing was right and everyone was in my
way. Of course, errands had to be done while
dragging the whining toddler along. I begrudg-
ingly went to Wal-Mart, a large discount store, for
several items; stomped in and grabbed a cart. An
older gentleman whose job description, I suppose,
was 1o assist customers with the carts, smiled
broadly atme. He gently picked Lindsay up, talked
to her in a grandfatherly way and she settled down.
In a low, understanding tone, he said, “Some
Saturday mornings are tougher than others, I
know. If I can help, please let me know.” None of
this “Have a Nice Day” stuff with smile pasted on
and eyes diverted to the next customer. Butaclear,
soft focus and a spirit that seemed genuinely glad
to be out among people, greeting them and easing
the day. My perspective changed; I felt better; my
family reaped the benefit all weekend of this one
small, yet significant interaction.

And so it is with the power of communication.
After all, how we communicate with each other is
all we know about each other. I can guess about
your thoughts and feelings; but my connection to
you is our communication. And it has a profound
effect on the process and outcome of all encoun-
ters, especially stressful ones like conflicts. It
usually takes only one person in the conflict to
communicate effectively for the direction of the
conflict to change.

Tom Crum in his book, The Magic of Conflict,
uses the image of Aikido to describe the power of
effective response to discord. Inthis martial art, if
someone is attacking, you can resist the blows, but
you must have much greater strength to win or
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change the direction of the conflict. Resistance of
course perpetuates the struggle. You can try to
avoid contact with the person, moving or running
away. Often that only angers the other and the
attack is more furious. Or you can move with the
energy of the other, aligning for amoment with his
movement, thus using his energy to re-direct the
attack,

I had an Aikido experience one evening at a
gathering for women at the home of one of my dear
friends. One of the discussion leaders led us in a
communication exercise in which partners drew a
picture inside a circle without talking. I had been
mediating a conflict all day and was in a rather
hard mood. My partner, whom I had never met,
began and drew little pink circles inside the larger
circle. I thought to myself cynically, “How sweet.
Life is not a series of little circles, it is harsh and
tough.” So with my dark blue pen I drew jagged
lines through her circles. She hesitated. She drew
more pink circles on another part of the page. 1
drew more jagged lines. She paused longer and
then, to my surprise, followed my lines with her
pink pencil. I was suspicious and tested her by
drawing another series of harsh lines. She fol-
lowed my lead again, and then I softened. She
wasn’t fighting my energy but going with it. At
that point, I drew several little blue circles. Once
we had seen cach other’s point of view, we no
longer competed about perspective but were free
to create quite a lovely picture, In a 3 minute,
nonverbal exercise 1 had experienced how a con-
flict can become harmonious rather than discor-
dant when at least one person risks using another
style and seeing the world through the other’s
eyes.
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Communicating effectively in conflict has several
characteristics:

Q flexibility
O appropriateness
U maturity

FLEXIBLE COMMUNICATION

Flexibility means using a variety of communica-
tion styles to fit the situation, Four styles! that can
be used are

O  Aggressive/Confrontive
Q Assertive/Persuasive
Q Observantiintrospective
W Avoiding/Reacting

To be an effective conflict manager, you need to be
able to use all of these styles, each at the right time.
None is inherently good or bad, but rather the
effectiveness of each depends on how and when it
is used.

Style 1
Aggressivelconfrontive means being
directive, with a need to control situ-
ations and/or people, having non-nego-
tiable demands.

Style 2
Assertive/Persuasive means relying
heavily on verbal skills, having a proac-
tive approach to conflict, convincing
the other and sometimes yourself of
another perspective.

Style 3
Observant/Introspective is a more re-
ceptive style and means listening and
analyzing conflict situations.

Style 4
Avoiding/Reacting means withdrawing
from conflict, avoiding confrontation,

Normally, each of us has a preference for more or
less active styles (Styles 1 & 2 vs, Styles 3& 4), a
preference for the one or two styles we feel most
comfortable using, and a preferred sequence
(some are aggressive and if they can’t win, avoid

© Yarbrough 1988: Volunteer Management Series

the conflict; some observe and then persuade;
some avoid until the pressure builds up and then
explode.)

There are several fraps that restrain our effective-
ness in conflict:

1. We overuse styles that are comfortable
tous. Each of us has leamed a style very
early in life that works for us. We prac-
tice it; sometimes find a career that
supports and encourages it; and fail to
update and add other styles needed for
new situations. It simply doesn’t occur
to us to communicate another way. In
fact, if a favorite style is not working in
a conflict, we usually do more of it. If
aggression is not influencing another,
we bring out the canon. If passivity is
not reducing the conflict, we go cata-
tonic. The rule of thumb is “If a style is
not working in a conflict, change. Don’t
keep doing the same.”

2, We blame others for starting an unpro-
ductive conflict and then say we are not
responsible for our communication: “I
yelled at him, but he started it and what
else could I do?” Effective communica-
tion means being responsible, choosing
a style that will regulate the conflict, not
playing follow the leader. The man at
Wal-Mart had every “right” to be irri-
tated with me; but that response would
not have produced a satisfactory out-
come. Instead of trying to get others to
be more constructive; change your
style. That change likely will influence
the outcome.

3. 'We confuse communication style with
identity. We see ourselves as tough or
nice or quiet, and we use the style that
reflects that identity, even when it
doesn’t help the conflict. It seems diffi-
cult to be flexible because changing
style then means changing identities.
Tough guys feel weak avoiding con-
flict. Nice people feel mean being ag-
gressive, even when confroniation is
needed. This trap can be released if you
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realize your style is not your identity.
‘You are many things, and your commu-
nication can reflect your rich diversity.

4. Even if we want to use more flexible
styles, we often don’t know how. The
only image you might have for persua-
sion is a used-car salesman; for aggres-
sion, a political, Mayor Daley type; for
observation, a no-nothing whimp; for
avoidance, a weak coward. Since you
don’t want to be those things, you may
resist using styles other than your pref-
erence, If this is the barrier, you need to
find role models whouse each style well
so you develop a new image for the
styles, The next two sections give you
ideas of how to use each style construc-
tively.

APPROPRIATE COMMUNICATION

You could know how to use each style but still
blow the conflict because you have not used it in
the appropriate situation. There are at least ten
things you oughtto consider when choosing a style
to promote constructive conflict.

1. Desired goal

The way you act cught to move you toward your
own and others’ goals. That means first you have
to know your goals. If for instance, you want
others to cooperate with you in the long run, it does
not make sense for you to yell at them. If you want
affection from another and are not getting it, some
typical strategies of withdrawal, pouting, and
anger usually do not get your goal. If you want
others’ support for a program, convincing them
they are wrong will not likely get it. Make your
style or strategy match the goal.

2. Other’s spyle

As a constructive conflict manager, you should
consider the other’s style and how you must relate
to him/her for a desired outcome. If you are
dealing with a bully, you may need to avoid part of
the conflict to sidestep his encrgy or you may need
to confront if that’s the only way to get his atten-
tion. There are no recipes: vary your style until you
get the attention and cooperation of the other.
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3. History

It is helpful to know what has happened previous
to the current conflict in order to know what style
to use, There was physical fighting in one organi-
zation for which I consulted. My first inclination
was to be aggressive; setting thermn straight. Then I
leammed of the stress and pain they had tolerated
with a former boss, and I softened my style to
facilitate the most important goal of healing.

4. Long-term goals

1t is seductive to want to approach a conflict and
get it solved in the short run. You may push a
decision through without consulting the stake-
holders. Temporarily you have solved the issue; in
the leng run, you have gotten more resistance.

5. Power-balance

You ought to consider how much power you and
your counterpart have as you choose a style. Using
the more active styles assumes you have some
power and are willing to use it. At times you may
need to postpone a conflict with an influential
person until you understand or can amass enough
power to get heard by him/her.

6. Location and timing

Where you are, at what time should guide your use
of styles. Surprising someone with a confrontation
in a public meeting will not likely be effective.

7. Stakes

Understand how important an issue is for you and
the other as you decide how much energy to give
to a conflict. You do not have to accept the invita-
tion to each battle. On the other hand, if youare a
chronic conflict avoider, do not excuse yourself
from all conflicts by saying nothing is important
enough to fight about.

8. Relationship: current and desired

If trustis high, you can take more risks with styles.
If you blow it, the damage is minimal. In higher
risk situations, you likely will feel more con-
strained. This doesn’t mean that if a style is not
furthering the conflict, you ought to stay with it. It
just means that you will have to be more thought-
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ful in choosing your next style by watching how
the other responds and by asking people about the
other’s preferences.

9. Energy level

If you are drained, having had one too many
conflicts or changes, your choice of style may
need to be altered. Your confrontation may be
mistimed if pursued. Avoidance may be better.
You ought to consider others’ energy levels also.
Even though you may be ready to conflict, having
worked up your courage to talk about a burning
issue, the other may not be able to listen at that

point.
10. Organizational culture

You need to remember that you are making style
choices within a broader context—your organiza-

tion—which has a culture of hidden rules about
what is acceptable and unacceptable. In fast
moving, high tech firms, aggression is more ac-
ceptable than in a bureaucratic bank. You may
have to modify your style or the intensity of it
based on your culture. Remember, however, con-
structive conflict requires risks, and to justify your
destructive conflict because everyone else is
doing it only perpetuates the cycle.

MaTture COMMUNICATION

Not only do you need to know when to use styles
but also how to use them well. The circumflex
model below indicates the use of each style from
primitive to mature as you move from the inside to
the outside circle.

Aggressive/
Confrontive

Keeps Big Picture in Mind; Directive;
Genyine Compassion for Other as Confront

Somewhat Collaboralive Although

o Vigilant; When Pushed, Fig
S . . g
Y411 Bombastic Win/Lose C >
29 ;B Name-calling ~ 22 S8
am aE = T3 == v
o3 L2060 @ £E% ST Fa L 14] >
S SZ Te 2 SE 80 SE2 =
p = S c <] o= %3 = =0 w0
=g — By o =8 o = 2 80 c @
- o2 Do T a%m 2R g F o
= 9 s ¥85 ¢85 B=Q 2 ga8 » =
sg| 32 & 28 283 €5 802 |23
< OC 5 8 § %7 53 GEa ®
oR 5= e oo & =]
= &) ca® E£°© Q5
= = 2 s = ® [ )
2= o & «E o3
. = =
8 But Nol Hearing @ 3
(5]

Excessive Gathering of Info
Especially on the Factual,
Non-feeling Level

Listen to Feelings & Facts
with Empathy; Personal Presence
is Often Transforming

Observant/
Introspective
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Primitive aggression involves yelling, name-call-
ing, assuming you are right and all others are
wrong. As you move toward the outside ring, you
become more mature, gradually understanding
that sometimes you have to be directive, have non-
negotiable demands, insist that others conform in
a certain way as you keep the big picture in mind
and communicate caring for the other. It is impor-
tant to realize that in some difficult conflicts, you
will decide to win, e.g. you want the grant; you will
establish a program; you will not tolerate a de-
structive subordinate—or boss— and will do your
best to remove him. When you make these deci-
sions, you can still fight without malice. Gandbhi is
a good historical example. He was able to get
discriminatory laws changed while affirming his
opponent. Gandhi even apologized to General
Smuts in South Africa for the inconvenience he
may have caused him and his family during the
fight for greater freedom for Indians there, The
essence of nonviolent resistance is to be tough on
the issue of injustice but compassionate for the
perpetrators of the injury. In that way, not only is
the law changed but also the opponent potentially
transformed. As you might guess, this strategy,
used in social movements or in everyday relation-
ships, requires a great deal of maturity.

Primitive persuasion is also from a win/lose per-
spective. I may have a silver-tongue, but you will
feel manipulated and not heard. Mature persua-
sion involves us both. In order for you to persuade
me, you must listen so carefully to my view,
values, and feelings, that you too will be trans-
formed. We likely then will arrive at a joint solu-
tion, having both been persuaded. And evenif one
“wins” the substantive argument, we are affirmed

as people.

Primitive observation is fear-based: you think Iam
listening but 1 am just not talking. Thus, I can
contribute little to a sclution. Emerging maturity
(the inner ring) means gathering information but
usually facts, not feclings. At this stage, some
don’t know when to stop collecting data and to
start acting. Mature observation is empathic and
involves attending to the other’s feelings and
underlying concems as well as surface ones.

Primitive avoidance is a knee-jerk reaction: con-
flict is belicved to be bad and often not even
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noticed. Employees or volunteers could be yelling
and fighting, and a chronic avoider reports that
“things are just fine.” At the next phase, the
avoider acknowledges conflict but would not
consider involvement. At maturity, you choose to
avoid based on the actual conflict: you need to
postpone it so others can be prepared; stakes are
too low and you need to choose your battles; you
don’t have enough power in a situation and the
conflict would be dangerous,

Primitive use of styles is characterized by fear that
produces a winflose frame of mind. Maturity is
marked by greater awareness, more choices and
feeling of connection to others even as you conflict
with them. You understand that all of us form a
whole; we are in the dance together; and that it is
not so much a matter of who gets what but rather
how we solve problems and accomptish our aspi-
rations for the good of all in the long haul.

FOOTNOTE

1. These arethe styles described by Marc Robert who also has
developed a self-assessment instrument using these styles.
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Chapter 3

DISCOVERING THE
REAL ISSUES

I was at a health resort for my annual spring
retreat. One man, about 60, complained at length
about the absence of meat on the menu and, daily,
left the resort in a frenzy, heading for town to ¢at
meat. He returned saying how good he felt. Our
group was glad to be eating such deliciously pre-
pared vegetarian food, cleaning our systems, and
reducing our stress. We chatted with him, but felt
morally superior. The last evening at dinner, he
was lobbying each table to put a request for
chicken (at least) on our feedback forms. I didn’t
want meat; his focus on the topic was getting
irritating; and, as a last resort, I asked him why he
was so intent on changing the menu. With 2 little
boy look, he said his father had been a meat packer;
and he just didn’t feel right not eating meat. It had
been so much a part of his family—their liveli-
hood, their image. I softened, felt compassion,
even affection. I was reminded that everyone has
astory. All of us see the world from our unique ex-
periences and to understand that means we are less
judgmental, more empathic with others and our-
selves. And even if I didn’t request chicken, I
could appreciate him, treat him with respect—and
that’s more important in the long run than chicken
or vegetables.

To create constructive conflict we must under-
stand the other and ourselves in terms of the real
needs in the conflict. It ought to make sense that we
should know what we’re fighting about in order to
solve problems. But many continue to conflict
over surface issues and thus problems go un-
solved; agreements do not stick; and people are
often more frustrated. So what do you need to
know about the real issues? How do you find out
what they are? How do you understand the real
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issues when the other is either attacking and criti-
cizing or avoiding the conflict? Why is it impor-
tant for you to understand your own needs?

THREE PoINTS TO REMEMBER

To manage conflict constructively you need to re-
member three things.

1. There is a difference between positions and
interests. An interest is a desire, concern, goal, fear
or need. A position is a solution to a problem or
concem. A position is something you decided on;
an interest is what caused you to decide. For
example, one conflict between a volunteer center
director and her board began when the board
wanted to fire some staff. The director resisted,
and the fight was on. Firing and retaining staff
were positions. The real interest was solving a
$5000 budget deficit. When the problem or inter-
est was identified, the director and board began to
brainstorm different, less destructive ways of
recouping the deficit.

We usually jump to conclusions about how to fix
a problem and argue with others about the “fix”
rather than analyzing the problem to understand if
there are other, more effective solutions. And then
the conflict reaches a stalemate, with the personor
group having the most power winning the battle
and sometimes losing the war. When we focus on
interests, the conflict is loosened because there
usually are multiple ways of solving problems and
we discover we have interests in common with
others. The similarities draw us together and help
prevent polarization of the conflict.
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To understand the distinction being made, you
might ask yourself if the following requests repre-
sent a position or interest:

QO A hospital volunteer wants to change
jobs and manage the gift shop.

O A secretary demands a raise.

U An administrator supports a commu-
nity outreach program but not staff
expansion that you feel is desperately
needed.

U Activity leaders argue for making their
own volunteer assignments.

If you answered that each of the examples was a
position, you were right. Wanting to change vol-
unteer assignments could indicate a number of
interests: more status, greater challenge, proxim-
ity to friends, more interaction with the public. If
you identify the interest, there may be many ways
of meeting the need even if you cannot reassign the
volunteer to the specific job requested, Demand
for araise, likewise, could be for specific financial
reasons, for a gesture of appreciation, for competi-
tive reasons (Sue, in the next department, makes
more than I do and she is not as competent as me),
If, for example, the interest is appreciation, there
may be better ways to ¢xpress it than a nominal
raise. To know the interest means you have flexi-
bility and more problem solving options. What
interests might there be behind an administrator
supporting one kind of program and not another?
Behind activity leaders’ demands for making their
own assignments?

2. Interests are always on two levels: the content
and relational levels. The content or substantive
level has to do with the tasks to be accomplished
and the information exchanged as we go about
work: what resources are needed, how to coordi-
nate volunteers, division of budget, strategic plan-
ning. The relational level is how we treat each
other based on how we see and feel about each
other. All people, to varying degrees, have needs:
security, esteem, power, inclusion, love and affec-
tion, recognition, meaningful activity. If these
needs are ignored, it is difficult to impossible to
reach agreements on the substantive Ievel. Think
about how differently anegotiation proceeds if, on
the one hand, you trust, respect, and like another
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person vs. one in which you do not. The same
substantive issue could be at stake: the process and
outcome are usually dramatically different.

Relational interests are often harder to understand
because they usually are communicated nonver-
bally. It is rare that someone at work will say to
another: “I need to be liked by you; and until you
signal that you like me, I will resist your proposal;”
or “You have more influence than me; and until
you share some, I will make your life miserable;”
or, on a more positive note, “You are the kind of
person I respect and I know you think I am compe-
tent so I can easily see the benefits of your ideas.”
Yet, those messages are underneath the substan-
tive discussion and facilitate or block it. The
message is: you need to understand your own and
other’s relational needs and meet them if at all
possible. A caution: sometimes people have needs
and want them met in a particular way. For in-
stance, I need more influence and want it by
controlling every aspect of a project. The distinc-
tion between want and need is the same as that
between position and interest. You perhaps can fa-
cilitate the negotiation by meeting the need (not
the want) in another way that is more acceptable to
all parties.

3. To manage conflict constructively you must
prioritize your interests and decide what is of
primary importance to you. In most negotiations,
you have to give up more goals than you get; and
that sacrifice is necessary for you to be congruent
in your communication and thus effective in your
bargaining.

I often tell the story of being at the airport en route
from Colorado to California to speak at a large
conference. When I presented my ticket to the
agent, she said the flight had left. When ques-
tioned, she said the schedule had been changed,
apparently without notification to the travel
agents. My priority interest was to get to Califor-
nia in four hours: my challenge was to find a
strategy to do that. I asked her forhelp to getonthe
next available plane. With hostile indifference,
she said there were no seats. I next begged her to
help: she refused. I tried humor: “strap me to the
toilet seat, I don’t care. * She did not think that was
funny. My time was running out. I went to my last
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strategy: hysteria. I walked to the middle of the
concourse in my business suit with briefcase in
hand and began hollering in distress. The manage-
ment, wanting to maintain the illusion of safety,
quickly got me a first class seat on the next flight.

I had to give up many things to accomplish that
goal; dignity, approval, preferred style of behav-
ing, and anonymity to name a few. I actually hurt
no one; was able 10 meet mine and the airline’s
legitimate interests; and had a good time doing it.
Had I'had the encumbered goals of getting to Cali-
fornia on time, using my favorite style of commu-
nicating, with everyone’s approval, while remain-
ing anonymous, I likely still would be at the
airport. Decide on your priorities; notice what you
have to sacrifice so as not to contaminate the
conflict.

IDENTIFYING INTERESTS

There are at least 70 ways to get beyond position
to identify interests. They move from more to less
direct means, assuming that sometimes people can
and will tell you their interests and sometimes they
can't or won’t.

1. Asktheperson, There are many ways of
doing so:

What are you concemed about?
What is your goal?

What problem are we trying to
solve?

‘What would need to happen for you
to feel satisfied?

What will it take for you to cooper-
ate with me?

What do you want?

What is the ideal situation for you?

CcCc O 0 00C

2, Ask “Why rot?” If you request some-
thing of another and get resistance, ask
the other what prevents him/her from
agreeing. You will need to take those
objections into consideration as you
seek a joint solution.

3. Notice the triggering events to the con-

flict. Often what happens prior to a
conflict gives you clues about the un-
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4.

derlying issues. For example, if a con-
flict erupts among the staff after every
board meeting, the conflict may be
about feelings toward the board and not
about what is happening among the
staff.

Notice the themes in an interpersonal or
group discussion which can be picked
up through the kinds of jokes and stories
told, the kinds of images and metaphors
that emerge, the topics that generate the
most energy or the ones that freeze the

group.

One group may spontaneously tell “put-
down” jokes which may indicate their
sense of powerlessness in the face of
some conflict. Another may use mili-
tary words and themes to describe inter-
action which give you clues about the
dynamics of the conflict. Those rela-
tional issues may need to be addressed
rather than continuing on substantive
ones.

Ask others for their requests for
change. Often, people will complain,
lecture one another, or attack without
saying what they want the other to do.
‘When these things are happening, it is
often effective simply to ask, “What do
you want me to do?” or “What does that
mean about how I should change?” For
example, a school janitor complained
when community groups used the
building for meetings and did less than
adequate cleaning. At first, the commu-
nity school director tried to persuade
him to do better and suspected him of
being uncommitted and lazy. Finally,
she asked what he needed to improve
his performance. He answered “a new
vacuum cleaner.” She had not been
looking at the problem from his per-
spective and had been making wrong
guesses about what he wanted. From
there, she launched into attacks on the
character and motives (in thought if not
words), making the conflict even more
difficult to resolve.
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6. Observe nonverbal communication, es-

pecially incongruent cues. If a person is
saying pleasant words while frowning,
yelling “I am not angry,” or turning
away while insisting she is interested,
you can guess there is an unresolved
issue, probably relational. Do not make
the mistake of thinking you know what
the issue is. Just notice there is an incon-
gruency and begin asking for other
interests so you do not leave important
ones unexplored.

Meet the obvious needs of the other if
you cannot get to the underlying ones.
As you do so, hidden interests may
surface,

For example, someone may insist that a
problem really would be solved if only
a trouble-maker is removed from the
office. You may have noticed that the
office has a history of finding scape-
goats and expelling them, only to find
the problems still exist and that another
scapegoat must be found. If you cannot
get to the underlying pattern, you may
solve the immediate problem and then
confront the patterns when tensions are
not relieved. A less drastic example in-
volved a committee chairwoman who
vehemently refused to bring flip charts
to ameeting. She argued they were o0
costly, heavy, and were unaesthetic in
homes where meetings were held. The
organization president guessed there
were underlying issues but could not get
to them. She solved the flip chart prob-
lem, only to find that the chairwoman
moved her complaints to other targets.
At that point, the president confronted
the patterns and in the discussion dis-
covered the issue was the woman's
need to feel important and that being a
go-fer diminished that need.

Notice the location of where things are
discussed to derive the interests and the
level of risk of the interest. In one or-
ganization, the public relations issue

9.

10.

was discussed in the commitiee meet-
ing; the need for mutual respect, in the
parking lot; and the need to have power
and influence over the phone. As you
might guess, it took considerable time
and commitment for the members to
discuss the power issue openly.

Ask others in the organization about the
substantive and relational interests of
those you must influence. Keep your
informal communication channels
open and alive.

Notice what others surround them-
selves with, talk about, and spend most
of their time doing: things associated
with status, the family, achievement?
You can derive many relational inter-
ests from those observations.

RESPONDING TO ATTACK AND AVOIDANCE

Itis more difficult in some situations than others to
hear and respond to others’ interests. Two situ-
ations are when the other is angrily attacking or
adamantly avoiding the conflict. First, sugges-
tions are given about how to clarify interests under
attack when the normal tendency is to defend
yourself. Remember, defensiveness just escalates
the conflict.

1.

Seek more information

O ask for specifics.
W guess about specifics.
O paraphrase the speaker's ideas.

For example, if another says “You
never take me seriously. Everything I
say goes in one ear and out the other,”
you might respond with “I’d understand
what you mean better if you could give
me some examples of when you think I
ignore you.” (specifics)

“Are you talking about last week when
I went ahead and sent that report after
you suggested not t0?” (guess)
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“It sounds like you're mad at me be-
cause you think I'm just humoring you.
Is that it?” (paraphrase)

2. Agree with the speaker

Q agree with the facts.
Q agree with the critic’s perception.

“I suppose you’re right. Sometimes I
don’t pay attention to what you say. It’s
usually when I'm tired or preoccupied.”
({facts)

“I can see how from your perspective it
might seem like that, and [ want you to
know my perspective.” (perception)

3. Make reassuring comments

O about how hopeful you are that the
problem can be resolved.

O about the relationship: you care
about the other and how you work
together.

Q about what you guess is frightening
the other and how the fear might be
reduced.

4. Role-take

U ask the other to take your position:
“What do you think I think?”” “What
do you think would happen if I did
what you want?”

0 take the other’s position: “From
your position, 1 would think the
same thing.”

5. Slow down the process

Q talk more slowly.

U pause before responding.

O take time-outs: for coffee, for the
bathroom, until the next day.

O  write down what the other is saying
to clarify in your own mind what
he/she is asking.

6. Control the process productively

O arrange the physical surroundings
for collaboration: at a table, not
behind a desk.
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O set mutal ground rules: all in-
volved get their turn, no inierrup-
tions, emotions are legitimate, de-
scription and not judgment, etc., to
guide the process.

O admit error: “I think my decision
was a mistake. It didn’t have the
effect I intended.”

Remember, the goal is to defuse the conflict so
you can begin to understand the concerns of the
other. Itis not to win and trick the other with these
tactics. Once you and the other are in dialogue, the
real work begins.

When you are confronted by a conflict avoider
rather than attacker, there are several things you
may consider to engage the other in a constructive
conflict. If you are the one who regularly refuses
to conflict, it may be important to remind yourself
of these ideas.

1. Reiterate your goals and what you can
give to the other.

2. Remind the other of your interdepend-
ence and what you both will gain and
lose by refusal to fight.

3. Talk about the process you both are
using to manage your differences and
what it is doing to the relationship. “It
seems we both want to remain friends,
but when we don’t talk about resent-
ments, I find myself becoming distant
from you.”

4, Ask the other on what basis he/she is
making the decision not to talk, Is it
because of the way you respond when
the other openly engages you in con-
flict, e. g. , you may criticize the other’s
ideas excessively or go blank when the
other talks.

5. Re-define your interdependence. Do
you need the other to accomplish your
goal or can you get someone else to
help? You may have to give up your
preferred way of handling a problem
and go for what is possible.

Page 19




6. Clarify your goals and be honest with
yourself. Do you want to solve a prob-
lem or prove the other wrong? You
usually cannot have both,

7. Use threats productively. Let the other
know what is happening or will happen
if you do not get the problem solved.
Try to make the consequences inde-
pendent of what you will do but rather
what will happen naturally: the pro-
gram won’t be approved; you both will
lose credibility with the board, etc.

8. Be persistent and acknowledge your
commitment to solving the problem or
improving the relationship.

MEETING HUMAN NEEDS

You may have noticed that meeting relational
needs is critically important for constructive con-
flict. It is easier in one sense to meet these needs
because they are not limited like material re-
sources. Love, power, and esteem are infinite:
they do not exist in little units that when divided,
I get somany and you get the rest. The basic nature
of relational needs is that when they are used, they
increase. When I give my love away, I get more in
return. When I share my power, power increases.

Why then do we not meet our own and others’
needs in conflicts so that all of us are more content
and more able to solve substantive problems? The
following are typical reasons given by people in
workshops that prevent them from meeting rela-
tional needs. Notice that most of the reasons as-
sume that relational needs are a scarce resource.

1. *People should not have needs. It is
childish to have them.” So the person
refuses to acknowledge needs or puts
the other down for expressing them:.

2. “IfIcan’t get my needs met in life, you
aren’t going to get yours either.”

3. “Iwon’thave anything left if I give you
something.”
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4. “Since I don’t get my needs met, I have
nothing to give you.”

5. “IfIneed something from you, I'm vui-
nerable and that scares me (you'll take
advantage.)”

6. “IfI give you what you need, you'll be
better than me.”

7. “How could anyone want what I have to
give?”

8. "It takes too much energy to figure out
needs and I'm tired.”

9. “Meeting interpersonal needs wastes
time and gets in the way of the real
work.”

Inreality, a failure to recognize and meet yourown
and others’ needs results in spending more time on
work issues since the trust usually deteriorates;
getting further depleted and burnt out; communi-
cating in an infantile way; and competing over
who is the most pitiful. People in the helping
professions have a tinge of the victim in them
anyway: “Look at all I do for others;” “There’s
never enough appreciation;” “I can’t say 'no' be-
cause of all the people who need me.” And when,
in addition, they do not plan ways of getting their
own needs met, they complicate conflicts through
their martyrdom. Not only do I want you, for
example, to furnish resources for my program, I
also want you to be eternally grateful for my
assistance.

When I put too many demands on you, I likely will
not even get my simple requests met. You likely
know people who must have everyone’s approval
evenwhen it isnot anecessary issue inthe conflict:
I don’t have te approve of you in order 1o Q. K.
your budget.

So when you know and meet your own needs by
relating to others who nurture you and by letting in
their caring, you reap several benefiis in managing
conflict:
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Q You will be clearer about others’ needs
since you are not peering through the
veil of yours assuming everyone needs
what you do. This would be akin to
someone with unknown power needs
saying about others, “My, everyone
sure is power hungry here,” when that
may ormay not be the case. If, however,
you respond to others as if they are
power mongers, they likely will be de-
fensive and reinforce your assumption.

Q You will not be need deprived in stress-
ful, conflict situations. Thus you will
resist constantly secking approval or
power or affection, needs which may
impede a conflict agreement. Some
people will not or cannot give you these
things, especially as an opponent; and
to unconsciously demand them, puts a
strain on the conflict process and in-
creases your personal frustration.

O You likely will give others what they
need: graciously and unconditionally.
Your gift will be returned four-fold.

In conclusion, the real issues in a conflict are
interests, not positions. They have two dimen-
sions, content and relational, the latter of which
controls most of the meaning of the conflict. It is
important to know and meet your own and others
needs, in order to reach mutual agreements and
form strong, trusting bonds with others.
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Chapter 4

REACHING
(G0OOD AGREEMENTS

You may have mastered communicating
flexibly and have discovered the real interests in
the conflict. Now the challenge is to move to
agreement, sometimes difficult when interests
seem 8o far apart. To reach good agreements, you
need to focus on three areas: creating a common
vision; loosening deadlocks; and creating specific
expectations and consequences.

CRrREATING CoMMON VISION

Recently I participated in an outdoor learmning ex-
perience. The challenge was to get our group of
eight over a 12 foot wall without ropes or other
aids. It is often said by groups that the task is
impossible. They cannot envision the outcome.
Once we believed it was possible, the actual plan-
ning began; and people of all heights, shapes, ages,
and physical abilities went over with the help of
the group. If you can think it, you probably can
make it happen. If people agree on an overall
direction, believe a problem can be solved and use
their multiple resources, the seeming impossible
happens. Conversely, not much of importance
happens without a vision. You stay in motion, fill
a calendar, focus on difficulties; but there is little
progress or meaning because your actions lead in
a circle, going nowhere. Further, innovative solu-
tions are impossible; you keep doing more of the
same. Columbus sailed because he envisioned the
world round and took a risk to try something
different,

A similar process holds true for managing con-
flict. If you believe constructive conflict is pos-
sible, it probably is. And to use all resources, 1o see
complex problems in new ways, it helps to start
withacommon vision. The more diverse the group
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and the more polarized the issues, the more critical
is this step and the broader the vision must be,
Volunteers from key groupsin a city were attempt-
ing 1o cooperate rather than compete for the good
of the whole community. Because of their special
interests it was important for them to decide what
they had in common before discussing their differ-
ences. They all wanted a liveable city, with clean
air, business and cultural opportunities, and man-
aged growth. No one said they wanted pollution,
congestion, and bad schools. The acknowledg-
ment that they had a similar vision both on the
process (the need to cooperate as a community)
and outcome (general description of a liveable
community) helped heal the antagonism and put
people in a better frame of mind to tackle the
difficulties of how to get to that vision. No matter
how big the conflict, an encompassing vision can
usually be found or created. Even countries with
strong ideological differences can agree to dia-
logue because their common vision may be sur-
vival at least and peace at best, interests which
serve both sides.

Always begin a conflict with what you have in
common: it binds you, reduces the perception of
the other as enemy, and smooths the relationship.
If you become embroiled in a conflict before you
acknowledge commonalties, stop and do so. The
conflict often will change directions or at least de-
escalate.

LooSENING DEADLOCKS

Sometimes it seems that people want diametri-
cally opposed things; and if one person wins, the
other loses. The following case, involving a nurs-
ing home director and volunteer manager (VM) at
the home, presents the conflict from two perspec-
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tives and then proposes 8 ways to loosen the
apparent stalemate. The volunteer manager is
fairly new (4 months) and action-oriented. She is
proud of the library she has improved for the
seniors, having acquired many new volumes, re-
cruited volunteers to keep the library open more
hours, and increased the usage. Residents have
been learning about current events and are particu-
larly interested in personal growth books—popu-
lar psychology, communication, etc. She has even
begun some classes for the seniors. Currently the
volunteer manager wants a small computer to
index the books and other resources in the library
for maximum use of the facility. One day, the VM
is inthe library talking to some residents, whenthe
director enters.The VM approaches her and infor-
mally requests permission to get the computer
which she believes is affordable. The director,
with raised voice, accuses the VM of disturbing
the library patrons and of wasting limited re-
sources.

From the director’s perspective the conflict looks
different. She has been at the home for 17 years
and likes things to run smoothly and orderly. She
likes to know where everyone is and what they are
doing at all times. There have been attacks from
the media lately about the questionable care at
nursing homes, and the director wants to be ready
if any of the bad publicity comes her way. The new
library program has her worried abit: residents are
reading self help books and becoming more asser-
tive. It puts more pressure on her, especially when
the state is requiring more and more paper work.
She has had a bad week: everyone wanting every-
thing. She feels she has gone out of her way to
accommodate the VM. She feels unappreciated,
and all she hears is residents singing the praises of
the VM. She enters the library where some seniors
are talking and laughing with the volunteer man-
ager. The library seems crowded, and she’s afraid
the residents may fall as they hobble around.
While the director surveys the scene, the volunteer
manager asks her for anew computer. She tells her
firmly about other priorities of the home, that
others must now come first, and that the residents
need more rest.

The VM wants something; the director says “no”
while criticizing the VM. From the VM’s view-
point, how could she break the deadlock and reach
some satisfying agreement with the director?
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1. Expanding the pie

This process involves increasing the perception of
resources being considered in the negotiation. It
involves asking the question: *“What other things,
people, orevents does the person value?” Can you
trade on these? The director is barraged with
legalistic paper work. Could the computer also be
used to meet that interest. If the VM could assist
the director in some say with that task, the VM’s
request might be honored. Likewise, if the
director’s relational need for appreciation were
met, there may be more open discussion of the
computer. Even more expansive might be intro-
ducing the director to a local media representative
who could potentially report positive aspects of
nursing homes. In other words, think of all the
resources you have at your disposal and introduce
them into the conflict so that maximum interests
get met. Remember, people always have multiple
interests; and that fact serves you and others well
in constructive conflict.

2. Cost-cutting

This involves getting what you need by cutting the
other’s cost of conceding. An important question
to ask here is “Why won’t the other buy the
computer?” If the VM saves face for the director
by pursuing the conversation in private or frames
the argument from the perspective of saving the
director increased hassle, agreement is more
likely.

3. Compensating

You can often reach agreement in a conflict by re-
warding another for conceding: relationally or
substantively. In this case, could the VM compen-
sate the director by offering appreciation for her
support, openly in view of the residents. Could she
find a volunteer to assist with the legalistic paper-
work that burdens the director?

4. Log-rolling

This process occurs when one person concedes on
issues of low priority. For example, the two could
agree that the highest value was teaching the resid-
ents self-confidence and that library use was more
important than having everything run quietly and
smoothly. Sometimes, after the heat of the explo-
sion, when values and overall mission are dis-
cussed, a resistant person will concede the point.
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5. Bridging

This occurs when a totally new option is devel-
oped that satisfies all people involved. To get to
this solution, the two would have to discuss some
common vision they have for the home and resi-
dents, perhaps increased learning. Instead of argu-
ing about whether or not to buy a computer, the
two could come up with another route to the
broader vision. A computer might provide quick
access to books; but with less cost, perhaps there
could be a study session in which new books were
reported on. In this way, the conflict has spurred
creativity.

6. Agreeing on solutions of different strengths

Sometimes a solution cannot be found that solves
all of a problem right now. So, to break deadlocks,
itis important to legitimize ways of moving ahead,
albeit imperfectly. Some dimensions of these
kinds of solutions are

Permanent ............ccocooevenunee... TEmporary
Comprehensive ...........coouunuee. Partial
Unconditional ........................ Conditional
SubsStantive ........c.ccvceinrennne Procedural

A computer could be leased, for example.

7. Setting objective criteria

Sometimes interests are more opposed than others
in a conflict, and you and the other cannot come to
a solution. At those times, you may need to step
back from the problem and agree on criteria that a
solution must meet. Then you will be engaged
with the other in discovering solutions that best
mect the agreed upon criteria rather than arguing
about who wins. It could be that both the director
and VM agree that a retrieval system for the library
can cost no more than X dollars; has to be easy for
relatively untrained volunteers to use; and has to
be operable by a certain date when the nursing
home will have an inspection.

8. Compromising

This literally means splitting the difference: we
divide the resources in some way. This process is
used too fast and too often, usually justto finish the
conflict when another, more elegant way could
produce a more solid agreement. If the people in
this example do not or will not discuss their con-
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cems thoroughly, they might agree in the name of
fairness 1o split a certain amount of money that
each can use for her purposes. Often, when this
method is used, neither gets her interests met since
both have less money than needed for her projects.
It is similar to the story often told in negotiation
material about the orange. Two people want an
orange and decide the best they can do is split it.
One person peels his half, throws away the rind
and eats the pulp. The other peels her half, throws
away the pulp, and grates the rind for flavoring
orange cake icing. Because their interests were
different (hunger and cake baking), they could
have had more of what they needed. But because
they were too quick to compromise, the solution
was only partially satisfying to both.

BEING SPECIFIC

When you have understood interests and found
ways 10 loosen the stalemate, it is time to specify
what you and the other are actually agreeing to. As
indicated in Chapter 1, it is not enough to agree to
“do better; show respect; communicate better;
support the other’s program; or share power.”
Those things are too general. You must now estab-
lish indicators of these broad agreements in terms
of

O measurability and
Q time.

How will you know when the other has shown
respect? What would she have to say? When?
Where? To Whom? How often? What do you feel
as support? When the other shares budget? Tells
the boss about your successful program? Connects
you to resources helpful to your goals? Praises
you?

Sometimes people feel uneasy being so specific,
But without the specificity, the good feelings of
confronting the issue and each other will erode
when you or your department believes the other
has broken an agreement that was never specified.
After all, each of us has in mind what we think
support, love, respect, good communication
mean. And if those criteria are not met, we will
likely go back to accusing the other of blocking
our goals. If others resist being specific, remind
them of the overall goal of building and keeping
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trust, of wanting to come through for them in a
satisfying way, eic.

Five STeEp MODEL

In everyday conflicts, a five-step process can help
in reaching agreements.

1.

Recognize your common goal(s) with
the other person. You both may want to
get a job done in a quality way; may
value the same kind of organization;
may be concemed about similar issues
in the group or organization. You
may have to draw the circle fairly large
to encompass similarities in some
cases.

State your need (or the actual problem),
not your position. It is important that
you understand what need you are
trying to satisfy or problem you are
trying to solve, rather than beginning
the conflict with a solution (or posi-
tion). If just one person in the negotia-
tion understands his/her need, the con-
flict often is clarified.

Ask the other what helshe needs, or
what you can give himlher in return.
Here it is also important to identify the
underlying interest or need rather than
the position. You may or may not be
in conflict with the persen once needs
are identified.

Enter into problem-solving with the
other, generating alternate ways of
meeting the needs or solving the prob-
lems. Here the important point is to be
flexible about ways to solve problems.
Flexibility will prevent the conflict
from reaching a deadlock.

Decide who has responsibility for fol-
low-through on the action plan. This is
an important part of reaching agree-
ments. What will happen next? Who
will initiate? How will the person do
that? How will you know if you have
accomplished what you set out to do?
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Chapter 5

MAKING PEACE
WiITH YOURSELF

We began by saying that much of how we
manage conflict is based on the meanings we
make, how we view what is going on. And the
meanings largely are based on how we manage
conflict within ourselves. Have we made peace
with ourselves? If we have, we automatically
communicate differently with those around us:
flexibly, congruently, with more compassion.
And if we have not, what we do interpersonally is
likely to have little effect since external battles are
but a way for us to heal internal wars. If my hard
side runs rough-shod over my soft side, for ex-
ample, and does not allow for vulnerability, I
likely will have little compassion for those who are
dependent or who know that much can be accom-
plished through kindness. I may conflict with
them too vehemently about how to influence oth-
ers or coordinate a project, insisting that sheer
force of will is the only way. Conversely, ifmy soft
side is too dominant, I may judge others harshly
for being direct and using their power even when
they must to accomplish a task or administer
justice. Further, I will not be able to use more
forceful strategies in a conflict when those would
be appropriate; and Imay be more likely to express
anger passive aggressively by being late, gossip-
ing, or sabotaging. Both unmanaged internal con-
flicts are equally ineffective.

This chapter is about making peace with yourself
to make interpersonal conflict more constructive.
It describes internal conflicts we often experience,
the consequences of ignoring such conflicts, and
the steps to take to promote internal peace.

ConrFLICT WITHIN YOURSELF

Internal conflict is possible because we each are
made up of a multitude of selves, a community
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within, composed of personalities of all ages,
sizes, interests and appearances. Just as in inter-
personal communities, to be healthy, all within
must be listened to and must have a vote at the
town forum. And because some have opposing
needs, they will conflict. Your management of
those conflicts is the gauge of your internal peace.

To become familiar with your internal commu-
nity, it is helpful to name them and see how they
blossom and use their special talents once ac-
cepted. One of my favorites is Gertrude. She is
about 70 (always has been), energetic, nosey,
omery, and the biggest gossip the world has ever
known. When I didn’t recognize her because I
thought I shouldn’t have that part, she was mali-
cious, spreading rumors, even making up gossip.
Once I invited her to the town meeting to find out
what she wanted and why she was causing such a
ruckus, I understood she wants to be included,
likes to know what’s going on. When accepted,
she is a great help in my consulting business.
Clients tell her the real stuff, not just what’s
written in memos. She connects easily to others
because she’s so interested in them. And the inter-
esting thing: she does not use her talents mali-
ciously but constructively as is true of all the parts
of you once accepted.

Internal conflict is a clash between these different
aspects of ourselves. For example, one part of you
may relish working with others, helping to direct
change, while another part wants introspective,
withdrawal time. When the parts are in conflict,
you may feel unproductive at work and guilty
when relaxing. Further, you may either judge or
envy those who do take time for contemplation.
And all of these external events are but a mirror of
your own internal conflict,

© Yarbrough 1988: Volunteer Management Series




Unproductive internal conflict often comes from
seeing the world in incompatible opposites. For
example, you may believe conflict and peace are
opposites. If you see yourself as peaceful, you
don’t feel you can be in conflict with
others. When conflict does emerge, psychologi-
cally youhave to deny ordistort it. This denial will
eventually erupt in unproductive ways described
throughout the first chapter.

There are some kinds of intemal conflict that often
affectus, one of which is between power and love.
For many power is negative and in opposition to
equality, democracy, collaboration, peace, trust
and love, the values many hold dear. The irony is
that when the human need for power is unsatisfied,
it increases and goes underground, making it dif-
ficult to deal with issues and people in a just way.
In practice, that may mean being nice but over
controlling; and ignoring the political power in
organizations. On the other hand, those who only
see the hard, power side of self and others, do not
understand or use the transforming power of car-
ing and love. They ignore the human side in
organizations and believe that the resolution of all
conflicts is more information.

Other internal conflicts can be recognized by
asking yourself “Who Am I?” and “Who Am I
Not?” and listing characteristics under each ques-
tion. There likely will be some natural opposites
that appear: honest and devious, open and authori-
tarian, fun and serious, compassionate and judg-
mental. Negative qualities are often disowned,
making it harder to contact the positive dimen-
sions of each. For example, deviousness can be
closely allied to strategizing. When you censor
any hint of deviousness, you also give away a great
deal of thoughtful planning. For example, it may
feel devious to you to plan privately for an impor-
tant meeting: asking others their opinion, lining up
your votes, checking on possible resistance so you
can include others’ c¢oncerns in your proposal.
And so you leave important matters to chance and
feel betrayed by others you thought would support
your plan. You have thrown out positive planning
because you called it devious.

In the same vein, autheritarianism is one form of
direct, straight-forward communication. Being
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direct (and having nonnegotiable demands at
times) can be important when negotiating a con-
tract, or coaching an employee who continuously
denies any errors.

The point is that there are positive and negative
ways of being strategic and direct. Deviousness
and authoritarianism involve using those talents
inappropriately, overdoing them. However,
denying those manifestations of strategy and di-
rectness can often result in censoring the positive
qualities also (as in throwing out the baby with the
bath water.) In addition, when we deny certain
parts of ourselves, they often gain influence rather
than disappear. They “leak” into our communi-
cation, and our words and nonverbal behaviors
don’t match. You may be saying, for instance, “1
respect your opinion,” while interrupting the
other; “I want to hear from participants,” while
continuing to talk.

Five STEPS TO INTERNAL PEACE

What, then, are the steps for creating internal
harmony and thus using all our strengths?

1. Awareness—identifying the parts of
you in conflict.

2. Acceptance—believing all parts of you
can be used for good.

3. Empowerment—developing the parts
of yourself that have been under-used.

4. Integration—making peace between
the conflicting parts so they help each
other.

5. Synthesis—communicating with others
congruently, empathically, responsibly
and flexibly.

These steps of internal peacemaking are meant to
help you recognize, understand, legitimize and
use parts of yourself that you do not now accept.
As with interpersonal conflict, all parties must feel
accepted and understood if the conflict is to be
constructive.
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Awareness

How do you gain awareness? First, notice your
internal tension: do you feel like an intemal tug of
war? Are you confused? Numb? Are your inter-
personal conflicts unproductive and repetitive?
All can signal avoided internal conflict.

Second, notice the kinds of people you consider
extremely objectionable. Not just those who are
irritating, but those you instantly respond to in a
strong negative way; those you want to set
straight. This strong response usually means they
embody traits you are denying. When you say “I
can’t stand that arrogant administrator; he won’t
listen to any idea other than his own,” it may be
that you also are stubbomn and arrogant. That’s
why you're clashing so dramatically with him—
both of you are dogmatic. You are aware of the
flexible, open-minded part of you but cannot use it
well because you are blind to your dogmatic side.
Once you recognize your own obstinance, you
may still be in conflict with the executive; but it
will be marked by more understanding. You will
be more likely to reach agreements, because you
won’t also be communicating (albeit nonverbally)
your disgust with the other person,

You also can increase your awareness of internal
conflict by noticing the emotions you find unac-
ceptable. Can you accept anger within yourself.
How about hate, sadness, joy, or humor? If you
find an emotion unacceptable in yourself, you will
usually find it so in others. The result: when they
express your unacceptable emotion, you may try
to talk them out of it (“You aren’t really angry™);
judge them for it (“They shouldn’t be allowed 1o
participate in this group™); or indicate that their
emotion is inappropriate to the situation (“You
shouldn’t be making jokes about so many getting
fired,” when black humor is an important coping
mechanism.)

Third, notice the kinds of individuals who sur-
round you. Oftentimes, the people you choose as
friends, co-workers, or mates may reflect what
you have not dealt with inside yourself. For ex-
ample, if you have not dealt with or accepted
anger, you may keep selecting friends and co-
workers who are consistently angry. In that way,
you can have a peaceful image but stay in conflict
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with your angry co-workers. Unnecessary and
confusing conflict is generated.

Finally, to increase awareness, pay attention to
consistent feedback from others about your be-
havior. You may think you are always gentle with
people but others tell you they feel the crunch of
your heavy step. By acknowledging your power
you can begin to use it more responsibly, rather
than spending your energy denying it.

Acceptance

The second step of intemnal peacemaking goes
beyond acknowledging a certain part of you to
welcoming it, understanding its potentially posi-
tive side. For example, self-ishness, once ac-
cepted, becomes the need and right to take care of
yourself. With this acceptance, you likely will be
less over-extended and more effective in your
work. Also, dominance, once accepted, becomes
the direct and legitimate use of power. You realize
you needn’t control everything to satisfy the
power aspect of yourself;, you can gain satisfaction
by gently guiding others on tasks which you have
delegated to them.

Clearly, the assumption here is that embedded
within every disowned part of you is a positive
quality that is needed in some circumstances. The
critical task of the empowerment phase is to recog-
nize that positive quality and find new ways for
that part of the s¢lf to express itself. To gain accep-
tance, imagine the disliked part of you as a small
child that may have misbehaved. You then treat
yourself firmly but with love, coaching that part of
you to use other means to get a need met. Also
hang around with others who can accept parts of
you that you see as negative and perhaps
overwhelming. Their acceptance is contagious.

Empowerment

The third step involves developing under-used
parts of yourself. After identifying the positive
quality behind a negative aspect of yourself, you
are ready to develop its use. Do so by finding role
models who demonstrate responsible use of
power, for example. They can be colleagues,
friends, public figures, or even media or historic
personalities. Notice how they act, what choices
they make, how they affect people over time.
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Doing this will diminish your fears about using
certain aspects of yourself.

Try new behaviors in low-risk situations to test
their effectiveness. Get direct coaching from re-
spected others on being powerful, yet compas-
sionate. Set a time-share plan for different aspects
of yourself. For example, determine that you are
free to relax at certain times if you can work
without interruption at other times. As more as-
pects of yourself are empowered, it feels natural to
use the different parts, and to do so more respon-
sibly.

Integration

The fourth step deals with actual conflict between
parts of yourself. Since power is a central issue for
most of us, the conflict between power and love is
used as an example. As you manage your internal
conflict, ask the two parts of yourself the follow-
ing questions:

Q1: What does each part want and need?

The love side may need to be connected in
cooperative ways with others, may enjoy
the intimacy harmony brings, may long for
interpersonal and global peace. The power
side may need to have influence; may
understand there are some hard-ball players
out there who can’t be soft-soaped by love;
may recognize the need to push for certain
solutions to problems.

02: What does each side have in common?

Both want to see more effective relation-
ships, organizations, and a more peaceable
world. They also may share the desire to be
connected to other people.

Q3: What is in conflict? Where do they differ?

The love side believes anything can be ac-
complished with softness and enough nur-
turing. The power side believes it's a dog-
eat-dog world where you better watch it or
people will take advantage.

04: Whatwould each side be without the other,
and what can each contribute to the other?
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Q05:

The love side without the power side would
be naive, tend toward sentimentality, as-
suming, for example, that everyone really
has the interest of workers at heart. The
power side without love would become
manipulative and lacking in regard for oth-
ers. When both sides are recognized and
allowed to have their say, each contributes
to the other and becomes modified in the
process. The power side can become more
flexible—knowing some people can and
some can'’t be trusted; knowing soft as well
as hard strategies work; knowing when to
push and when to be silent. The result:
power becomes more compassionate.

Likewise, the love side becomes wiser,
learning love is not the only human motiva-
tion; understanding that sometimes love is
best communicated by setting firm stan-
dards and guidelines. When truly inte-
grated, the two sides become a third entity:
power and love are present together. Gandhi
is a good example: willing to push where the
system could be moved and yet able to halt
actions that might have been effective in the
short run yet negative in the long run. For in-
stance, he halted the civil disobedience in
Bardoli when 22 British police were killed
by Indians. He refused to carry out Indian
work strikes when the British might be in-
convenienced because of their own railway
strike.

What will each side threaten to do if not
given a voice?

It is often frightening to recognize internal
conflict; especially when one part of you
dominates at the expense of the other. It
helps if part of your internal dialogue in-
cludes asking each side “What will youdoto
prevent the other side from reaching its goal
if you are not able to reach yours?” In
response, the power side may threaten to be
unnecessarily harsh on people. The love
side may threaten to be confused and inar-
ticulate when the power side is trying to
persuade a resistant manager. These threats
help each party keep agreements.
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Synthesis

When the first 4 steps of intemal peacemaking are
achieved, synthesis, the final phase is automatic.
Internal decision-making and interpersonal com-
munication are transformed and become congru-
ent, flexible and responsible. You are not “leak-
ing” hidden messages and you are not fighting
with others who represent unacknowledged parts
of yourself,

Synthesis also affects the body. More integrated
people have more energy and are more relaxed
than those who are trying to deny their dark
sides. And with that relaxation comes clearer
and more accurate perception of self and other.

CoNCLUSION

We don’t usually view our internal processes like
a community, where every part must be recog-
nized, utilized, and kept in dialogue with each
other. However, interpersonal, organizational,
and international peace will come through people
who have a different vision of how things can be.
To me, that vision is limited to what you have
allowed yourself to experience internally. When
you are whole and understand how to recognize,
appreciate, and integrate your internal differences,
you have a special understanding of how to inte-
grate differences among people around you. Your
conflict has become constructive.
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