
MALMC  
 Conflict Management 

Workshop 

Presented by 
Commissioner Barbara Rumph 



Workshop Objectives 

To recognize dynamics of conflict 
To understand how we respond to 
conflict 
To learn techniques to manage 
conflict 



Truths About Conflict 
Conflict is unavoidable 

Conflict can be disruptive and/or 
destructive 

Conflict could be an opportunity 
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Amazed at all the conflict
One-third of all marriages end in divorce.
Between parents and children (Generation Gap)
Teachers are on strike (work)
Environmentalist versus nebular power plants
Cities against suburbs
Pro-life versus pro-choice
International:  Coups; Invasions, assassinations, economic sanctions, arms build-up,
Frequently we are surprised by conflict.  However it should be expected because:
Different values, desires, needs and habits are part of daily living.
It is not always possible to rise completely above our individual selfishness, others betrayal, misrepresentation, anger and various factors
BECAUSE WE ARE HUMAN.

CONFLICT CAN BE AN OPPORTUNITY
Generally we are more aware of perils than benefits.
Failure to achieve intimacy is an unwillingness to engage in controversy.
Research shows that some kinds of dissension in the home is healthy for children.  Families open to disagreement tend to raise children who have high self-esteem.
Conflict prevents stagnation, stimulates interest and curiosity.  It can foster creativity.  
Conflict can bring important benefits when handled skillfully. It fosters intimacy; aids the development of children, encourages personal and intellectual growth, spurs technological development and helps create and renew our social, religious, political and business organization.



STRUCTURAL 
PROBLEMS 

CIRCLE OF CONFLICT 

RELATIONSHIP 
PROBLEMS 

DATA 
PROBLEMS 

INTERESTS 

STRUCTURAL 
PROBLEMS 

VALUE 
DIFFERENCES 



Myths About Conflict 
The presence of conflict is a sign of 
poor management 

Anger is negative and destructive 

If conflict is ignored, the problem 
will go away 



Myths About Conflict 
Conflict must always be resolved 

Conflict is abusive 

People who disagree with each 
other do not like each other 



Dynamics Of Conflict 

The longer one sticks to a position, 
the harder it is to seek alternatives 

My position, or opinion, is more 
important than yours 



Dynamics Of Conflict 
If someone’s opinion differs from 
ours, we tend to take the difference 
personally 

Continuous conflict often increases 
perceived differences between 
people 

 



Dynamics Of Conflict 
Distance increases between 
people 
Constant conflict creates a 
climate of mistrust 
People leave because of turmoil 
People feel defeated 



Dynamics Of Conflict 

Miscommunication 
Misunderstanding 
Mistakes 



Principles 
If 

Then,
What? 

Action  
of 

Behavior 
Results 

Meaning 

Franklin Model as adopted by Gordon Graham 



Conflict Response Modes 
ACCOMMODATING 
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ACCOMMODATING/CAPITULATION
(“Don’t Make Waves – Give Necessary Relief, but Please, Please Don’t Let Anyone Know We Have a Problem”)


Putting someone’s interest above your own.  Doing whatever we believe the other person wants.
Give in; sometimes without a struggle.
Go through life without your needs being met.
When someone habitually gives in, resentment toward the recipient begins to build.


Sometimes Accommodating Makes Sense



Conflict Response Modes 
AVOIDING 
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AVOIDING
(The Ostrich Head in the Sand Approach)

Ignore the problem, and it will go away.
Withdrawal.
Denial – “We are one big happy family” in spite of evidence to the contrary. In reality the family is dysfunctional. Maintaining the “happy family” image is imperative. Frequently denial leads to insanity.  People in the organization believe, or are portrayed, as crazy because they see and feel conflict that is generally denied.
Premature forgiveness can be well-intentioned, however, it is a poor way to avoid conflict.
Patching up a relationship without working through the anger, hurt feelings, and other conflicts, often results in latent hostility.
Frequently people avoid a problem in an effort to keep a relationship. In reality, avoidance tends to undermine the relationship. 

Sometimes Avoiding Makes Sense



Conflict Response Modes 
COMPROMISING 
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COMPROMISING
(Moderate Concern for other’s Goals and Moderate Concern for Your Own Goals.)
You try to find a solution that gives each party some of what they want.
Each side often settle for something less then they want.
Consent is reached by mutual concessions.
Repeated use of compromise can be lethal.  Example: Solomon was asked to decide the claim between  two mothers who said a child belonged to both of them.  Solomon’s solution was a compromise; cut the child in-half, and give each mother one half of the child.
In organizations compromise may kill creativity, stifle people and reduce profits.
Compromise could also result in a mini-lose/mini-lose solution.

In a World of Conflicting Needs, Wants and Values Compromise Has a Place



Conflict Response Modes 
FORCING 
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FORCING
(No Concern for Other’s Goals and High Concern for Your Own.)

Attempting to influence the outcome by exerting power.
Impose our solution on others.
We may get our way, but the relationship is destroyed.
Adults “assume” they are right because they have more knowledge and experience than children.
Causes a high degree of resentment.
People resort to sabotage, pilferage, work stoppage, passive resistance, and other destructive ways of striking back.


Sometimes Force is Necessary




Conflict Response Modes 
ARROGANCE 
 

 
 
  

What Else Do You Expect From Them? 
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ARROGANCE
The “Paternal” or “We’re Above It All Approach”


Easily recognized through comments or behavioral     observations that belittle people, rather than seeking to identify the root cause of the conflict.
I’m not the cause of the problem, it’s them.
Arbitrarily deciding we know what’s right for someone without that person’s input.





Conflict Response Modes 
COLLABORATING 
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COLLABORATING/COOPERATING
(Working together to find a solution acceptable to both parties)

Neither party capitulates or dominates.
Looking for gain/gain solutions.


Cooperating With Each Other is Absolutely Necessary






Sources Of Conflict 

INFORMATIONAL 

STRATEGY VALUES 

GOAL 
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FOUR SOURCES OF CONFLICT:
INFORMATIONAL
Involves differences of information or facts.
Easiest level to manage.
Usually resolved by sharing information and/or producing reliable data.
GOAL CONFLICT
There is a difference in basic goals.
Disagreement on:
		What should be done?  What should the focus be?  What is the 	common direction?
Negotiation and conflict resolution skills will help.
STRATEGY CONFLICT
Presumes there is an agreed upon goal.
Disagreement in selecting the strategies that will be used to reach the goal.
Good Problem Solving Process will help.
VALUE CONFLICT
MOST DIFFICULT LEVEL TO RESOLVE
Other levels deal with tangibles.  Values deal with our belief system such as personal, cultural, organizational, religious, etc.
People identify strongly with their values.  We are resistant to changing them.
The objective is to work out a satisfactory solution without either party having to change their values?
Requires sensitive understanding, respect for each other’s values, and hard work to reach a solution for mutual gain.



Techniques To Manage 
Conflict 

Strive to be unconditionally constructive 
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Many times people handle conflict by reciprocating what they receive from the other person.  This is the “eye-for-eye” policy.You yell at me, I yell at you.  Insult me, I hurl insults back at you.
	Reciprocation sets off a negative spiral.  If A insults B and B counters with more insults, what will A likely do? Reciprocation typically escalate the conflict. People sometimes develop the do on to me as I do on to you attitude, but I’ll do onto you first
Be Proactive.  Not reactive.  People who let other people affect how they feel or think are reactive.
What’s in it for me to be proactive? (WIIFM) The most important reason is, it pays off.
Ask yourself, if the other person is angry, am I better off responding angrily or reasonably?
If she won’t listen, am I better off trying to ignore her, get into a shouting contest or trying to understand her point of view?  Remember the more we listen the less need we have to “Shoot in the dark” for a solution.
A good friend of Booker T. Washington tells of the time when he and Dr. Washington were walking down a city street together.  A passerby recognized Washington.  The man’s face turned mean.  He deliberately bumped Washington, uttering a racial slur as he did.  
   The friend was livid.  He asked George:  “Aren’t you going to respond? Give him a tongue lashing”
   Washington smiled patiently and replied :”No I refuse to let any man cause me to hate”.
	The point is, Washington was determined not to let someone else’s behavior determine his.  He insisted on remaining in charge of his own thoughts and behavior.  He chose to be unconditionally constructive.
       ASK YOURSELF: DO I CONTROL MY EMOTIONS OR DOES MY EMOTIONS CONTROL ME?



Techniques To Manage 
Conflict 

Beware of one-sided perceptions 
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Each of us sees the events of our lives and other people’s behavior from our own vantage point.  Thus we only see part of the whole.
We tend to think that our perception is accurate and truly represents what’s occurring.
There are always two sides to every story, and many ways to view every incident.
	At the end of a hard week a boss and employee may see things differently:
	Employee: “There’s too much paperwork in this organization.”  Boss: “My employees have no idea how much pressure I’m under.”

	Employee: “My boss doesn’t trust me.  He’s always looking over my shoulder.”  Boss: “I’m breaking my back to spend time with my people and train them.”

Where you stand on an issue depends on where you sit.  How you think about people depends on your position and values.  Judging someone can create conflict.  It helps to remember our perceptions are only partial.
There is much that people do that we don’t see or understand.  There are interpretations of our own behavior that we don’t consider.  
A company president once took visitors on a tour of the corporate headquarters.  There was a fish pond on the grounds.  The president said he used it to screen candidates.  Visitor How?
	I ask them to look in the fish pond and tell me what they see.  If they see fish, I hire them.  If they see their own reflection, I don’t.
	The company president knew people who are fascinated with themselves and their perceptions become poor employees.  Those who try to understand another person’s point of view are more effective at resolving conflict.



Techniques  To Manage 
Conflict 

 
 

BALANCE REASON WITH EMOTION 
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On the other hand a person with little or no emotion is dull and lifeless.
Responding impulsively and emotionally in a conflict situation only worsens the problem, especially if the other person is angry.
POSSIBLE TECHNIQUES TO DEAL WITH EMOTIONS:
TAKE A BREAK: Go for walk, get a soft drink. Adjourn and reconvene later.
Count to 10 if official break is not possible to give yourself a chance to rethink.
Consult a third party.  Ask for a reaction to the conflict from a neutral party.
		A client once told his lawyer about some litigation he was 	considering.  He asked the lawyer: How would this case 	stand up in court?  The lawyer responded “No problem 	you are sure to win.”  The client thanked her attorney, and 	started to leave.  The lawyer said “Wait don’t you want me 	to pursue your case?  The client replied “what I just told 	you was the other guy’s side of the story.”
Acknowledge Emotions.  Excuse me but this is beginning to get me angry.
Accept Responsibility and apologize for conflict. Making statements such as:  “I regret we are having this misunderstanding.  I’m sorry for my part.  If I misunderstood what you are saying or done something to upset you, I’m sorry”  provides the opportunity for the other person to accept their role and move to a more reasonable approach.




Techniques To Manage 
Conflict 

Inquire, Listen & Seek To Understand 
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Staying  away from blaming is mature and constructive, not weak or passive.
Prepare yourself if you know conflict is going to occur.  Rehearse what you’re going to say.  Practice.
In order to understand what the other person is saying, we must assume it’s true.  Most of us do just the opposite.

An American tourist visited a Zen monastery and asked the Abbot to explain the Zen philosophy to him.  The abbot could tell from the American’s manner he already thought Zen merely a quaint, archaic, bizarre way of life, so he asked the visitor to join him for tea.  The American was annoyed at the delay, but agreed to the tea.  The Abbot set up two cups.  He poured tea into the American’s cup until full.  Then continued to pour.  American: “Stop you cannot fit any more tea into the cup. It’s spilling over.”  The Abbot smiled  and replied:  “Ah that’s what would happen if I tried to explain Zen to you.  Your mind is already too full of preconceptions to receive what I say.  The words will simply spill over the sides.”

A student once asked a professor to teach him the secret art of conversation.  The professor said she would be glad to.  Student waited.  Professor remained silent.  The student finally blurted out I’m listening and the professor responded now you know.



Techniques To Manage 
Conflict 

Consult Before Deciding 
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When people work closely together, what one person does or says usually affects others.  
We often make decisions or take actions without consulting or  notifying the people who will be affected by our actions and decisions.  Why?  We simply don’t think about it.  Perhaps we think everyone already know what we mean.  Sometimes we believe it’s not necessary to consult with others because we have the authority.
People do not like being dictated to even if the decision is made with their best interest in mind.
Consulting with others does not mean surrendering the decision making process.  It involves soliciting input, thereby, demonstrating respect for the other person’s opinion.



Techniques To Manage 
Conflict 

BE TRUSTWORTHY 
Say what you mean, & mean what you say! 
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Conflict is better among trustworthy people.  People who can be counted on to keep their word are trustworthy.
Trustworthiness is not an objective measure of honesty and reliability.  Its a qualitative measure.  I believe you will do what you say, thus I believe you are trustworthy.
Faith is fragile, Once broken it’s hard to restore.  Good intentions don’t help.  Being trustworthy three out of five times is not sufficient to earn trust.  Every single breach of trust diminishes people’s confidence in us. 
Don’t make promises carelessly.  Don’t take them lightly.  Remember saying “I’ll take care of it” and not following through, erodes  credibility.
If you can’t do something you said you would, tell the other person as soon as possible.  People understand snafus.  They do not understand failure to keep your word without an explanation.




Techniques To Manage 
Conflict 

Use Reason; Not Force 
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Trying to force someone to agree with us provides short term gains and long term loss.
Force builds resentment
Attack the problem, not the person.
Managing conflict is not a contest to see who can win.  It is a challenge to invent a solution both people can support and commit to following.
A “take it or leave it approach” creates a stand-off situation, or results in one party giving up in despair.


	Two frogs were thrown into a huge vat of milk.  One looked around, couldn’t see the rim, gave up on survival, sank to the bottom and drowned.  The other frog said to himself, “self there has to be a way out,” so he kept swimming.  By morning he was standing safely atop the pile of butter he churned by swimming.



Techniques To Manage 
Conflict 

  Accept & deal seriously with difficult 
people 
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Treat others seriously even if you cannot fill their expectations.
Think of a sheet of paper with a black dot.  Notice the blemish? Difficult behavior of many people is simply the black dot.  We tend to focus on the obvious, instead of seeking to understand.
Remember there are positive qualities in everyone.
Each person is a human being, and deserves basic respect.



“Heat not a furnace  
for your foe so hot  

That it do singe yourself” 
 

Act 1, Scene 1 All is True (Henry VIII)  

William Shakespeare  
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