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AWe have thought of peace as
of living. The opposite is true. War is not the most strenuous
life. It is a kind of rest cure compared to the task of reconciling
our differences... From War to Peace is not from the strenuous
to the easy existence; it is from the futile to the effective, from
the stagnant to the active, from the destructive to the creative
way of life... The world will be regenerated by the people who
rise above these passive ways and heroically seek, by
whatever hardship, by whatever toil, the methods by which
people can agree. o

Mary Parker Follett 1868-1933

© Kenneth Cloke
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The Crossroads of Conflict

Problems we are
required to solve Evolution

of conflicts

p
. Y
Problem solving skills

© Kenneth Cloke
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Some Crossroads in Conflict

Whether to participate in the conflict and behave badly, or calm down and

try to discuss it

Whet her to acknowledge the other per
in our own story, and slip into biased or delusional thinking

Whether to experience intense negative emotions and feelings, or to

repress and sublimate them

Whether to aggressively assert and hold tight to our position, or search for
solutions that satisfy both sideso |
Whether to experience our opponent as an equal human being entitled to
respect, or demonize him or her and victimize ourselves

Whether to acknowledge and grieve our losses and let them go, or hold on

to our pain as something precious and continue reliving it

Whether to learn from our opponent and the conflict so as to transcend it,

or hold on to our grievances and being right, leaving it bottled up inside
Whether to try and correct the person or the system we have both been
operating in

Whether to forgive and re-integrate with our opponent, or remain isolated

and wounded deep inside

Whether to open our heart again to the other person, and reach true

reconciliation 4
© Kenneth Cloke
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Conflict Evolution in the Sandbox

Power:
A Grab the toy, hit and scream.
A Get someone in authority to solve it for you.
Rights:
A Create rules |like fifirst
A Manipulate the rules, cite technical reasons why
you are right, and appeal to a higher authority.

Interests:

A Offer them questions they can ask each other to
find out what they want and resolve it
themselves.

A Help them learn how to play together.

© Kenneth Cloke 6



Elements of Emotional Intelligence (1)

SELF - AWARENESS

A Emoti onal awareness: Recogni zing oneds e
A Accurateself-assessment : Knowi ng oneds strengtt
A Selfconfi dence: Sur en averthand bapabilitesone ds sel f
SELF - REGULATION

Self-control: Managing disruptive emotions and impulses.

Trustworthiness: Maintaining standards of honesty and integrity

Conscientiousness: Taking responsibility for personal performance

Adaptability: Flexibility in handling change

Innovativeness: Being comfortable with and open to novel ideas and new
information.

SELF - MOTIVATION

Achievement drive: Striving to improve or meet a standard of excellence
Commitment: Aligning with the goals of the group or organization
Initiative: Readiness to act on opportunities

Optimism: Persistence in pursuing goals despite obstacles and setbacks

To o o o I

To o Do o

[Source: The Consortium for Research on Emotional Intelligence in Organizations]

© Kenneth Cloke 7



Elements of Emotional Intelligence (2)

SOCIAL AWARENESS

o o Io I» e

Empathy: Sensing otherso feelings and pe
their concerns
Service orientation: Anticipating, recog

Developing others: Sensing what others need in order to develop, and bolstering
their abilities

Leveraging diversity: Cultivating opportunities through diverse people

Pol itical awareness: Reading a groupo6s e
relationships.

SOCIAL SKILLS

To Po Po Bo o o o I

Influence: Wielding effective tactics for persuasion

Communication: Sending clear and convincing messages

Leadership: Inspiring and guiding groups and people

Change catalyst: Initiating or managing change

Conflict management: Negotiating and resolving disagreements

Building bonds: Nurturing instrumental relationships

Collaboration and cooperation: Working with others toward shared goals
Team capabilities: Creating group synergy in pursuing collective goals

[Source: The Consortium for Resgargh gn Eppational Intelligence in Organizations] 3
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How to Work with Fear

Name it. Describe it in detall.

Breath into it. Focus on what it feels like.

Invite it in. Accept it as a teacher.

Speak to it, but not in anger.

Set it aside for a while. Let it go.

Refocus on what is positive about it.

Take it into the light and look at it closely.

Laugh at it. Play with it.

Assume it has already come to pass.

Figure out where it came from.

| denti fy a worse fear i1 f you
Reframe it as courage.

Put what you want just behind it.

Consider the dangers of safety.

Use it to learn and hone your skills.

Thank it, bless it, and let it go.

Use ritual and ceremony to neutralize or bypass it.

Create an appearance of normality through set procedures.
Talk it over with people who have overcome it.

Shed it like a snake sheds its skin.

© Kenneth Cloke

don



Analyzing Difficult Behaviors

Victimization

A Withholds

A Claims

A Demands

A Is Transformed Through

Cynicism

A Withholds

A Claims

A Demands

A Is Transformed Through

Apathy

A Withholds

A Claims

A Demands

A Is Transformed Through

Bullying

A Withholds

A Claims

A Demands

A Is Transformed Through

Responsibility

Innocence and Powerlessness
Sympathy and Power

Empathy, Empowerment, Independence

Faith and Trust

Realism

Promise Equal to Performance

Experiences of Success, Visionary Leadership

Commitment

Objectivity

Irresponsibility

Involvement, Empathy and Producing Results

Compassion

Correctness and Superiority

Surrender or Strength

Experience of Vulnerability, Compassion

(Based partly on work by Peter Block) 10
© Kenneth Cloke
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Questions on Difficult Behaviors

What is the specific behavior they are engaged in that you find most disturbing?

Why is that disturbing to you?

Why do you think they are engaging in it?

Did anyone in your family of origin engage in similar behavior? How did you respond?

How are you responding to the difficult behavior?

Is the other person benefiting in any way from your responses to their behavior?

Have your responses been successful so far in stopping their behavior?

How could you change your responses to stop rewarding them for behaviors you find
unacceptable?

How are others in the organization responding to their behavior?

Is there anyone who handles their behavior skillfully? What are they doing differently?

What organizational benefits are they deriving from their behavior?

Have you given them honest feedback about their behavior? If so, how did they receive it?
Has the work group as a whole given them feedback?

What feedback have you not given them about their behavior? Why not?

What would it take for you to give them fully empathetic and honest feedback?

What could motivate them to change their behavior? What would motivate you?

How could you reward them for behaviors you find more acceptable? How could you support
them in changing? 11

[Source: Kenneth Cloke and Joan Goldsmith, Resolving Conflicts at Work: 8 Strategies for Everyone on the Job, 2" Ed., Jossey Bass/Wiley (2005)]
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Learning from Difficult Behaviors

What is the specific behavior they are engaged in that you find most disturbing? (Try to describe it in
precise words.)

Why is that disturbing to you?

Why do you think they are engaging in it?

Was there anyone in your family of origin who engaged in similar behavior? How did you respond?
How are you responding to the difficult behavior?

Is the other person benefiting in any way from your responses to their behavior?

Have your responses been successful so far in stopping their behavior?

How could you change your responses to stop rewarding them for behaviors you find unacceptable?
How are others in the organization responding to their behavior?

Is there anyone in the organization who is handling their behavior skillfully, or is not bothered by it?
What are they doing differently?

What organizational benefits are they deriving from their behavior?

Have you given them honest feedback about their behavior? If so, how did they receive it?

Has the work group as a whole given them feedback?

What feedback have you not given them about their behavior? Why not?

What would it take for you to give them fully empathetic and honest feedback?

What could motivate them to change their behavior? What would motivate you?

How could you reward them for behaviors you find more acceptable? How could you support them in
changing?

[Source: Kenneth Cloke and Joan Goldsmith, Resolving Conflicts at Work: 8 Strategies for Everyone on the Job, 2" Ed., Jossey Bass/Wiley

(2005)] 12



N The people you have to |
you have to lie about own you. When your children
see you owned, then they are not your children
anymore, they are the children of what owns you. If
money owns you, they are the children of money. If
your need for pretense and illusion owns you, they
are the children of pretense and illusion. If your fear
of loneliness owns you, they are the children of
loneliness. If your fear of the truth owns you, they are
the children of the fe

Michael Ventura

© Kenneth Cloke 13



Questions on Responsibility for Conflict

oo Too To Too Too o Too To To To Po To Do To To Po T Do

What did | contribute to making this conflict happen?
With hindsight, how could | have handled it better?
How would | evaluate my responses so far? What have | done that has
been effective? What hasnodot been e
How have | suffered as a result of my own actions or inactions?
How have other suffered?
What does this conflict ask me to let go of or learn to accept?
What is the most important lesson | can learn from this conflict?
How would it be possible for both of our versions of what happened to
be correct?
In what way could this conflict improve my life?
What 6s funny or ridiculous about my
What would it take for me to let go of this conflict completely?
What would happen if | did?
Has my communication been effective in creating understanding in the
other person? What could | do to improve it?
What skills could | develop in handling conflict? In responding to negative
behavior?
© Kenneth Cloke 14
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Questions on Poor Self-Esteem

Have you experienced conflicts like this one before? When? With whom? What
does that conflict have in common with this one? Why do you think it is happening
again?

What lessons did you learn about conflict in your family of origin? How did they
contribute to what you experienced in this conflict?

What part of your past seems to control your present? How would your perception
of your conflict change if your past were different?

How much of what you have done in this conflict was chosen by you? How much
was chosen or influenced by others?

How has your self-esteem affected what happened? How might you have acted
differently if you had felt better about yourself?

By what standard are you measuring yourself? Who created it? Why? Who
actually lives up to it? At what cost?

List some of the things in this conflict you didn't do but think you should have. What
kept you from doing them?

List some of the things you did do but think you should not have. What compelled
you to do them?

Who wrote the script for what you should or should not do in this conflict? When did
they write it? Why?

What myths or assumptions about yourself do you think shaped this script or
influenced your choices? © Kenneth Cloke 15
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Questions on Poor Self-Esteem

Is there any difference between what you felt or thought and what you said or did
during the conflict? What were the different parts of you that felt, thought, said, or did
those things? Which part do you want to be?

What judgments do you have about yourself that have influenced the conflict? How
have these judgments affected your choices?

What do you never, ever want to experience again in this conflict? How can you
make sure you dono6t ?

What are some things you could do to move your conflict in a more positive direction?
What might you gain or lose by doing so?

What are the main reasons for not doing anything to resolve your conflict? What
might you gain or lose by not doing anything?

What do you think your life will be like in 5 years time if you don't move the conflict in
a more positive direction?

What crossroads in your life is this conflict pointing you to? What is this conflict
asking you to learn or let go of?

What are the most I mportant | essons youobv
How could you use those lessons to create better results here?

What price have you paid for poor self-esteem? How long do you intend to continue
paying that price?
How have you benefited from poor self-image? Can you benefit any other way?

Can you imagine letting go of this conflict and releasing it forever? If not, why not? If

so, what will it take for you to do so? 16
© Kenneth Cloke
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Some Clear Dangers in Mediation

The danger that we will open a can of worms and escalate the
conflict further

The danger that there will be physical violence

The danger that we wi || be subj e
emotions
The danger that we will have to revisit our own emotionally

painful experiences

The danger that we will do or say things we do not mean, or
become someone we do not like

The danger that we will increase resistance and make resolution
less likely

The danger that we will jeopardize our relationship with the
other person

The danger that we will fail and the conflict will continue

17
© Kenneth Cloke



Some Subtle Dangers in Mediation

o Do Do Do Po Do Do Do I

The danger that we will discover we are wrong and feel compelled
to change our minds and behaviors as a result

The danger that we will never resolve the underlying issues and be
condemned to repeat them

The danger that we will continue lying to ourselves about what we
have done

The danger that we could not tell the truth to someone whose life
might change as a result

The danger that we will be required to change our own lives and
suffer consequences we are not prepared to accept

The danger that we will never find out who the other person is
The danger that we will never wake up to who we really are

The danger that we will have to forgive our enemies, or worse,
ourselves

The danger that the conflict will cease, and we will stop growing

because there is no more danger and no one asking us to improve

18
© Kenneth Cloke



Some Dangerous Questions

A What have you done to create the very thing you are most troubled by?
A What have you been clinging to or holding onto that it is now time for you to release?

A What are you responsible for in your conflict that you have not yet acknowledged to the
other person?

A What do you most want to hear the other person say to you that you still hav en 6t
mentioned?

A What do you long for in your relationship with the other person?
A What is the refusal, or fi n that you have not yet communicated?
A What is the permission, or fi y eysudgave in the past that you now want to retract?

A What is the resentment you are still holding on to that the other person d o e sknoivt
about?

A What is the promise you gave that you are now betraying?

A What is it they or you did that you are still unwilling to forgive?

A What price are you willing to pay for your refusal to forgive? How long are you
prepared to continue paying that price?

A What promise are you willing to make to the other person with no acknowledgement or
expectation of return?

A What gift could you give the other person that you continue to withhold? Why?

A What are you prepared to do unconditionally, without any expectation of recognition or
reciprocity by the other person?

[Based partly on work by Peter Block]

19
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10.

Ten Paths to Transcendence

Engage in committed, open-hearted listening, as though your life could
change as a result of what you are about to hear.

Use a spotlight of narrow, focused attention and a floodlight of broad,
sweeping awareness to clarify what is taking place beneath the surface.

Use dangerous empathy to search for the center of the conflict within
yourself, then ask questions to discover whether the same might be true
for others.

Use dangerous honesty to communicate your deepest understanding.

Access your heart to locate a heart-space in the conversation, then open
and expand it.

Craft a question that asks people to speak and listen directly from their
hearts.

Work collaboratively to redesign and reform the cultures and systems
that produced or reinforced the conflict.

Clarify and reinforce what was learned from the conflict, and use it to
improve and evolve to higher levels of conflict and resolution.

Move the conversation toward forgiveness and reconciliation.
Design and execute a ritual of release, completion, and closure.

© Kenneth Cloke
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How to Be in Conflict

Show up and be present.
Listen empathetically for what is hidden beneath words.
Tell the truth without blaming or judgment.
Engage in authentic, heart-felt communication.
Be open-minded, open-hearted, and unattached to
outcomes.
Act collaboratively in relationships.
Display unconditional integrity and respect.
Draw on your deepest intuition.
Work for completion and closure.
Be ready for anything at every moment.
Be able to let go, while giving up on no one.

© Kenneth Cloke 21



The Art of Waking People Up:
New Approaches to Preventing
and Resolving Conflicts at Work

22



nLIi febdbs work I s to wake up,
circle wake you up rather than put you to sleep. The only
way to do this is to open, be curious, and develop some senst
of sympathy for everything that comes along, to get to know
Its nature and | et 1t teach
around until you learn your lesson, at any rate. You can
leave your marriage, you can quit your job, you can only go
where people are going to praise you, you can manipulate
your world until youodore Dbl
always smooth, but the same old demons will always come uy
until finally you have learned your lesson, the lesson they
came to teach you. Then those same demons will appear a
friendly, war mhearted com

Pema Chodrun

© Kenneth Cloke 23



What Wakes Us Up? (Pain)

A sudden awareness of death. When we receive a clear warning of our imminent demise,
as when we suffer a heart attack, or learn we have cancer, or hear about a tragic loss to
someone close to us, or are touched by a collective tragedy such as occurred on
September 11, 2001, we may realize that we have not lived our lives as we wanted.

A horrible humiliation. When we suffer shame or humiliation as a result of some action we
took that lacked integrity, we may recognize that our blunder asks us to empathize with the
suffering of others and act more humanely.

A personal failure. When we fail or are tempted to sell our souls for transitory successes,
we may find it better to fall short and retain our integrity than succeed by methods that we
know are self-destructive.

Al o v egedtien. When someone we love leaves us and we feel rejected, we may learn
that sadness and loss are not the end of loving, or that we gave our love to the wrong
person, or that we were complicit in their departure, or that their leaving allows us to grow
and explore new parts of ourselves, or that we can learn to be better partners in the future.

A loss of employment. When we have been disciplined or fired from our jobs, we may find
that we took the wrong job, or wonder why others were able to see it and we were not, or
renew our determination to find work we love.

An unresolved conflict. When we are angry and locked in conflict, we may suddenly realize
that we have lost our capacity for balance and empathy and discover that beneath our
conflict is a possibility of better communications, processes, relationships, and
understandings.

24
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What Wakes Us Up? (Pleasure)

A moment of intense joy. When we fall in love or experience some exquisite pleasure,
we are reminded that our experience of life is shaped by our attitude toward it, which
can be full of pain or pleasure, fear or adventure, sadness or joy.

A perception of beauty. When we experience nature or are touched by a poem or work
of art, we may catch a glimpse of the exquisite underlying beauty that surrounds us.

A deep meditation. When we meditate, we may become intensely aware of the
impermanence of life and the inevitability of change and wake up to living in the
present.

A recognition of absurdity. When we recognize that what is important at work, on a
cosmic level, seems futile and absurd, we may surrender to a larger truth and recognize
that life and work do not have to have a purpose or make sense, but can be enjoyed
and experienced more deeply when we d o ntake them so seriously.

A spectacular success. When we succeed or achieve an important goal or experience
successive accomplishments, we may discover that it was not the destination but the
journey that truly mattered.

A gift of honest feedback. When someone gives us the gift of deeply honest feedback,
we may discover that we have the ability to change the way we act and think and begin
to live our lives more authentically, skillfully, and openly.

© Kenneth Cloke
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What Is an Organization?

A place where people work

A diverse group of people committed to a common goal
A system

An organism

A variety of interlocking activities and processes
A set of relationships

A group of conversations

A culture or mind-set

A way of diffusing responsibility

A compact, agreement, or contract

A mix of unspoken expectations and desires

An evolving set of values and purposes

A way of resolving conflicts

A method of group learning based on assessment and feedback

A figment of our imaginations

© Kenneth Cloke



Organizational Systems

Inputs " Work > Qutputs
Feedback
Inputs " Work > Qutputs

I \

Tactical Feedback

Strategic Planning

© Kenneth Cloke
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The Organization as a System

Economic, Political, Social, and Natural Environment

Values,
Relationships,
Attitudes

Inputs Outputs

History Products

Resources > Processes > Services
Relationships

A

Organizationa
Culture

Goals Strategies

|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
i
|
i People
|
|
|
|
|
|
|
|
|
|
|
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|
|
i
|
| Feedback
|

|
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Ecological Systems

Food Supply

Feedback « Predator Population
Loop

Possible Outcomes:

1.Equilibrium

2.0sclllation

3.Chaos

4.Evolution

5.Extinction ”

© Kenneth Cloke



The Organization as an Organism

Communication

A

Information
(Sensory Data)

(Synapse)
! Work Unit ! Action
> (Cell) *'(Motor Response)

Organizational Culture

(Stimulators and Inhibitors)

Feedback

[Based on work by Heinz von Foerster]

© Kenneth Cloke
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Organizational Hierarchy

Power/Compensation/
Motivation/Ownership

A

Feedback

Dependence / Blame/
Implementation/

Set \
Policy

The Privileged:
Directors and Majority
Shareholders

Lead, Plan, ¢
and Think

The Chosen:
CEO6s and

Top

Check and Manage

The Responsible
Managers and
Supervisors

Do and Obey

The Managed:
Staff and Employees

The Ignored:
The Public and
Outsiders

© Kenneth Cloke
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Hierarchies and
Communication
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Rules for Stifling Innovation (1)

Regard any new idea from below with suspicion-because it Qg
and because 1 tdos from bel ow.

Insist that people who need your approval to act first go through
several other levels of management to get their signatures.

: Ask departments or individual:
proposals (that saves you the job of deciding; you just pick the
survivor).

Express your criticisms freely, and withhold your praise (that keeps
people on their toes). Let them know that they can be fired at any time.

. Treat identification of problems as signs of failure, to discourage people
from | etting you know when some t

© Kenneth Cloke 34



Rules for Stifling Innovation (2)

6. Control everything carefully. Make sure people count
anything that can be counted, frequently.

7. Make decisions to reorganize or change policies in secret,
and spring them on people unexpectedly (that also keeps
them on their toes)

8. Make sure that requests for information are fully justified,
and make sure that it is not given out to managers freely
(you dondét want data to f al

9. Assign to lower-level manager, in the name of delegation
and participation, responsibility for figuring out how to
cut back, lay off, move people around, or otherwise
iImplement threatening decisions you made.

10. And above all, never forget that you, the higher-ups,
already know everything important about the business.

Rosabeth Moss Kanter, The Change Masters
© Kenneth Cloke
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What Cannot Be Managed

Trust

Caring
Creativity
Curiosity
Insight
Synergy
Integrity
Consensus
Craftsmanship
Values
Perseverance
Initiative

Flow
Collaboration

© Kenneth Cloke

Attitude
Dedication
Leadership
Honesty
Courage
Empathy

Compassion

Understanding
Wisdom
Passion
Forgiveness
Unity

Fortitude
Follow-through

36



Managers vs. Leaders

A The manager administrates; the leader innovates.

A The manager is a copy; the leader is an original.

A The manager maintains; the leader develops.

A The manager accepts reality; the leader investigates it.

A The manager focuses on systems and structure; the leader focuses on people.
A The manager relies on control; the leaders inspire trust.

A The manager has a short-range view; the leader has a long-range perspective.
A The manager asks how and when; the leaders ask what and why.

A The manager has his/her eye always on the bottom line; the leader has his/her eye
on the horizon.

A The manager imitates; the leader originates.

A The manager accepts the status quo; the leader challenges it.

A The manager is the classic good soldier; the leader is his own person.
A The manager does things right; the leader does the right thing.

Warren Bennis and Joan Goldsmith, Learning to Lead: A Workbook on Becoming a Leader

37
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Organizational Evolution

@ Strategic Integration

Form of (Organizational
Organization Democracy/ Ubiquitous
Degree of Leadership/Ownersh)p
Collaboration/ : :

Style of O Stratgglc Plannlr_lg |

Leadership/ (Mz_itnxed Organlzayon/Tef.irr.\s/ |
Complexity of Visionary Leadership/ Participatign
(F)’fr(;tl);enr;\i/nzlse @ Management by Goals or Objectives

Level of (Managerial Organization/Supervision/Involvement

Participation

o Administration(Bureaucracy/Control/Compliange

. Time Frame
@ Crisis Management

(Hierarchy/Command/Obedience)

© cCatastroph€¢Anarchy/Survival/Surrendgr 38
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Creativity,
Change,
Diversity

Creativity vs. Control

Utopian
Management
(Future as
Dream)

Visionary
Management
(Future as
Inventable)

Democratic
Management

(Of all,
by all,
for all)

Elitist

(Of some, by
some, for others

Managerial Proble
Solving

Managerial
Status Quo

Hierarchical
Management
(Future as
Controllable)

Reactionary
Management
(Future as Past)

Management

N—r

v

Control, Continuity, Uniformity

© Kenneth Cloke
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Responses to Orders from Others

A Silent obedience and surrender of organizational
responsibility, resulting in loss of energy, initiative,
awareness, creativity, and active collaboration

A Passive-aggressive acquiescence or fpublic compliance
and private d e f | a nesultingoin hypocrisy, silence,
deceit, subtle forms of sabotage, suppressed rage,
cynical obedience, and a seemingly endless cycle of
unresolved conflicts

A Active rebellion and refusal to comply, resulting in
discipline or termination, adversarial communications,
and a hardening of positions on both sides

A Strategic engagement and commitment to participation,
both within oneself and in collaboration with others,
resulting in personal transformation, team involvement,
and organizational learning

40
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AnMore and more, we take for gran
of pleasure. More and more, we assume that if we want to be
pleased we must wait until evening, or the weekend, or
vacations, or retirement. More and more, our farms and forests
resemble our factories and offices, which in turn more and more
resemble prisons - why else should we be so eager to escape
them? We recognize defeated landscapes by the absence of
pleasure from them. We are defeated at work because our work
gives us no pleasure... Where is our comfort but in the free,
uninvolved, finally mysterious beauty and grace of this world that
we did not make, that has no price? Where is our sanity but
there? Where is our pleasure but in working and resting kindly
i n the presence of this v

Wendell Berry
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Questions on Poor Performance

If you were the manager of this organization, what level of performance or behavior would you
expect from an employee in your position?

Do you think the organization has a right to expect employees to meet minimal standards?
What do you believe those standards are? Do you think they should be any different from what
they are?

Would you like to know in more detail what they are or why they were set?

What impact do you think the failure to meet these standards will have on the team? On the
organization?

Do you believe you have met those standards?

How could we test to make sure you have met them?

What kind of support do you feel you need in order to meet these standards?

What do you think should happen to any employee who fails to meet these standards?

If you were a manager, how many warnings would you give an employee who failed to meet
these standards prior to termination?

What do you think is going to happen to you if you continue along this path?

What would need to be done for any discipline or discharge to feel fair to you?

What do you want to happen? What are you prepared to do to make sure it does happen?

Are you sure you really want this job? Do you think you might be in the wrong position?

If you really want this job, what are you prepared to do to keep it?

How long should it take for you to meet these standards? What should happenifyoud on o6t ?

Would you like some feedback from me on what you have said in response to these questions?
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What We Focus On

Content

Process Relationship

© Kenneth Cloke
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Some Things that Need to
Change

Command and control style of management

Organizational visions, mission statements and goals written by
executives, managers or HR for employees

Purely monetary incentives

Class distinctions and inferiorities

Uniformity in race, gender, and culture

Multi-page top-down performance appraisals

Detailed job descriptions

Adversarial negotiating, including collective bargaining
Promotion to management based on technical competency alone

. Rule-driven values vs. value-driven rules

. Gossip, dishonesty, public humiliation and bullying
. Obscene salary discrepancies

. Avoidance of responsibility for unethical conduct

Punishment of whistle-blowers

. Conflict suppression, avoidance, settlement and reactiveness

© Kenneth Cloke
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Organizational Boundaries and

Potential Integrations

. Vertical: (divisive hierarchies and privileges)
Develop Ubiquitous Leaders, Flatten and Democratize

. Horizontal: (bureaucratic departments and teams)
Build Webs of Association, Cre$sinctional Teams

. External: (distance from clients and competitors)
Form Business to Business Partnerships

. Internal: (rigid processes, systems, rules and culture)
StreamlineMake Transparent and Open to Change

. Spatial: (fixed locations and domiciles)
DecentralizationFlexible Siting, Telecommuting

. Temporal: (distant past and future)
Storytellilng, Envi si oni4pg,
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Steps toward Organizational
Democracy

A Shape a context of values, ethics and integrity
A Form living, evolving webs of association

A Develop ubiquitous, linking leadership

A Build innovative self managing teams

A Implement streamlined, open, collaborative

processes
A Create complex self correcting systems

A Integrate strategically, and change the way we

Change © Kenneth Cloke 46
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Stages In Values

Awareness and investigation
Dialogue and debate
Articulation and definition
Declaration and commitment
Leadership and modeling
Implementation and feedback
Measurement and evaluation
Institutionalization

Periodic reexamination

Reinvention and renewal

© Kenneth Cloke
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How Values Are Communicated In
Organizations

By what we reward, as when those who cause the greatest
difficulties receive the most attention;

By what we punish, as when we punish collaboration by calling
It cheating;

By what we say, as when we deny responsibility for what we
have done;

By what we do not say, as when we keep silent about problems
or do not tell the truth;

By what we do, as when we become angry at people who
criticize us;

By what we do not do, as when we do not raise or discuss
problems with those above us;

By congruence or hypocrisy, as when our words do not match
our deeds, or we act differently in public than in private.

48
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How Values are Transmitted

In the first place, values can't be transmitted, they can only be
communicated. It is possible to try to transmit values, and lose their
essence, for example:

A

o Po To Ix

T>

By adapting values to particular circumstances and losing their
generic quality

By institutionalization values and losing their spirit
By ritualizing values and confusing the act with the reason for it
By idealizing values and making them remote from everyday life

By freezing values into dogmas and losing their existential
Importance

By coercing people into adopting them and stimulating passive or
active resistance

By living them every day

49
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The "7 S" Model of Organization

Strategy
(Ideology)
(Dialogue)

Structure
(Hierarchy)
(Participation)

Systems
(Processes)
(Openness)

Shared Values
(Commitments)
(Teamwork)

Styles Skills
(Culture) (Behaviors)
(Honesty) Staff (Delegation)

(Relationships)
(Acknowledgment)

© Kenneth Cloke 50
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Three Ways of Being at Work

Negative Positive Transcendent
Passive Active Engaged
Reactive Proactive Strategic
Irresponsible Responsible Committed
Uninterested Involved Intrigued

Asleep Relaxed Serene
Unaware Aware Alert

Impatient Patient Resolute
Self-centered Other-centered Interconnected
Dishonesty Honesty Integrity
Resistant Accepting Enthusiastic
Stuck Flexible Agile
Alienated Popular Courageous
Confused Clear Confident

© Kenneth Cloke
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Stages In the Mismanagement of Change

High Wild Euphoria
Growing Concerns
Affect
and Near Total
Effect Disillusionment
Promotion of
/\«he Uninvolved
Low

Unmitigated
Disaster
Search for Punishment
the Guilty of the
Innocent
Time

52
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Conflict, Organizational Culture and Change

1. Power and Vision:
Do people believe they have the power to make things happen, to
create change? Is there a clear, compelling vision for the future?

2. ldentity and Relationships:
With whom do people identify within the organization? Do they
identify with their teams?  Their functional work units? Their
professions? Or the organization as a whole? Does the organization
value relationships?

3. Communication, Negotiation and Conflict:
What behaviors do people engage in when they have a conflict? How
do others respond? Is it swept under the rug, or discussed openly?
How do conflicts finally get resolved? How do people communicate?
How do they negotiate with each other?

4. Learning and Assessment:
How does the organization learn? How does people respond to new
information that doesn't fit? How honest and real are they in
assessing problems?

(Based on work by Richard Pascale, Mark Millemann and Linda Gioja) 53
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Cultural Obstacles to Change

A Conditioned passivity and reactiveness

A Rewards for competition, narrow focus and selfishness

A Fear of failure or puni shmen
A Cyni ci s m, -odeptaiontaryd,obediencet r o |

A Stories of victimization and demonization

A Reliance on external discipline and authority from above

A Isolation, lack of communication and social fragmentation

A Conflict avoidance, accommodation and aggression

A Acceptance of covert behavior and mediocrity

A Lack of ownership of Asomeon

© Kenneth Cloke 54



Change, Conflict and Community

Attitudeto Change

Conflict Style

Apathy and Cynicism

Obedience and Passivity

Resistance and Reaction

Acceptance and Compliance

Ownership and Affirmation

Form of Community

Avoidance

Accommodation

Aggression

Compromise

Collaboration

© Kenneth Cloke

Isolation/Non Community

Civlity/Pseudo Community

Hostility/Negative Community

Tolerance /Legal Community

Synergy/Diverse Community
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An Integrated Strategy for Waking People Up

Awareness Courageous Authenticity
Listening
Turnaround Transformational
Feedback Coaches
Providers

Paradoxica Human
Problem Resources
Solvin Teams

Supportive
Confrontation

_ Participatory
Strategic Performance
Mentors ASSessors

Risky
Congruence Conflict Commitment

Resolution
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Conflict Resolution Systems
Design

© Kenneth Cloke
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NFamilies and commu-evelt | es
generators and preservers of values and ethical
systems. No society can remain vital or even survive
without a reasonable base of shared values T and such
values are not established by edict from lofty levels of
the society. They are generated chiefly in the family,
school, church, and other intimate settings in which
people deal with one another face to face. The ideals of
justice and compassion are

John W. Gardner
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The Hidden Costs of Conflict

Conflict costs organizations in time, energy, creativity,
and money. For example, in one study of 1600
employees:

A 22% said they actually decreased their work efforts
because of conflict

A Over 50% reported that they lost work time because
they worried about whether the instigator of the conflict
would do it again

A 12% reported they changed jobs to get away from the
Instigator of the conflict

[Source: Karl A. Slaikeu and Ralph H. Hasson, Controlling the Costs of Conflict, Jossey Bass, 199%13
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Savings from Conflict Resolution

In the first year of side-byi side comparison, Brown and Root reported an 80 percent
reduction in outside litigation expenses by introducing a systemic approach to collaboration
and conflict management for employment issues.

Motorola reported a reduction of outside litigation expenses of up to 75 percent per year
over six years by using a systemic approach to conflict management in its legal
department, which included a mediation clause in contracts with suppliers.

NCR reported a reduction in outside litigation expenses of 50 percent and a drop in its
number of pending lawsuits from 263 to 28 between 1984 and 1993, following the systemic
use of ADR.

The U.S. Air Force reported that by taking a collaborative approach to conflict management
In a construction project involving the Army Corps of Engineers as well as prime and
subcontractors, it completed the project 144 days ahead of schedule and $12 million under
budget.

The Defense Mapping Agency reported that systemic conflict management reduced the
cost of resolving a particular set of employment disputes by 4200 hours.

The U.S. Air Force estimated a savings of 50 percent per claim in one hundred equal
employment opportunity complaints by using mediation.

[Source: Karl A. Slaikeu and Ralph H. Hasson, Controlling the Costs of Conflict, Jossey Bass 1998]
60
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Power, Rights and Interests

Power

Managerial Hierarchy
Chain of Command

A 4

Rights
Policies and Procedures
Adjudication, Arbitration, Decision, Positional Negotiation

A 4

Interests

Needs and Desires
Informal Problem Solving, Mediation, Dialogue, Collaborative Negotiatiop
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Power, Justice and Decision

Kind of
Power

Power With

Making

Kind of Justice

O Restorative

)

) Reparative

. Power Through
Kind of
. . I M) N N )
DecisiolP————0 O— O —O O
. Unanimity Consensus Delegation Consultation Notification Imposition
Making

)

) Retributive

Power Over

O Revengeful

Power Against
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Surrender
Avoidance/Denial
Accommodation
Meeting/Retreat

Informal Problem Solving

Strategic Planning
Collaborative Negotiation

Ombudsperson
Conciliation

Mediation

Compromise

Aggressive Negotiation

Mini-Trial

Range of Conflict Resolution Options

Arbitration
Summary Jury Trial

Litigation
Lobbying
Elections
Demonstrations/Protests
Confrontation
Self-Defense
Revenge

Violence (Aggression)
Murder/Suicide

Genocide/War

© Kenneth Cloke
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12 Conflict Resolution Methodologies

Interest-Based Negotiation

The Multi-door Courthouses

Prejudice Reduction and Bias Awareness
Cross-Cultural Mediation

Public Policy and Environmental Mediation
Victim-Offender Mediation and Restorative Justice
Public Dialogue and Community Building
Nonviolent Communication and Appreciative Inquiry
Transformative, Transcendent, and Heart-Based Mediation
10. Truth and Reconciliation Commissions
11. Conflict Resolution Systems Design
12. Integrated Capacity Building

© Kenneth Cloke
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Reasons for CR System Design (1)

A Prevent conflicts before they occur
A Reduce the risks and costs of conflict

A Encourage settlement befo
fees accumulate

A Provide a forum for final resolution outside the
courts

A Create inexpensive internal mechanisms to
prevent, manage and resolve conflict

To

Improve participant morale

To

Pinpoint and resolve the underlying reasons that
created the problem

65
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Reasons for CR Systems Design

(2)

Once conflict is seen as a system it can be addressed in
more than one way

Emphasis in the past has been on discrete dispute resolution
procedures, rather than on integrated systems design

It allows organizations to respond not only to single disputes,
but to the stream of disputes that arise in all organizations

Some procedures work better for certain disputes than others

Systems are needed to encourage negotiation and de-
escalation procedures throughout the life of the conflict

A variety of different professionals can work on the same
problem from different perspectives

A systems approach can promote synergy, in which the whole

IS seen as greater than the sum of its parts.

© Kenneth Cloke 66



To To To To Do Do Po o Io Io Do Do

Elements of CR Systems Design

Conflict audit and collaborative design process
|dentify predictors of conflict, high conflict areas
Design preventative measures

Create safety nets, informal problem solving

Open outlets for constructive expression of differences
Provide rich array of procedures for resolution

Focus on interests, rather than rights or power
Provide low-cost rights and power back-ups
Build in Aloopbackso to
Provide training before and feedback after

Arrange procedures in a low-to-high cost sequence
Offer motivation, skills and resources to make it work

© Kenneth Cloke 67
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Goals of CR Systems Design

To To To To To Io Io o Do Do Do Do Do Do Do I» I Ix

Support core values

Encourage prevention

Support early resolution

Address all varieties of conflict

Be accessible to all

Provide choices

Rank options based on interests, rights, and power
Centralized coordination and decentralized resolution
Provide access to a confidential third party
Championed at all levels

Stakeholder participation and oversight

Critical mass training

Feedback through monitoring and evaluation
Alignment with goals

Build in incentives to use processes

Provide support, both human and financial
Communicate broadly with consistent messages and terminology
Flexible and capable of continuous improvement

© Kenneth Cloke
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Some Systems Design Options

© 0N Ok~ NRE
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Agreeing on a common vision, mission, values, and goals

Creating empowered self-managing teams

Creating fast-forming integrated problem solving teams

Training in collaborative negotiation for collective bargaining

Electing internal union mediators for disputes between union members
Multi-step grievance procedures

Expanded Organizational Ombuds offices

Expanded counseling through Employee Assistance Programs

Elected/ grievant selected Peer Review Boards

Peer Mediators

Professional Mediators

Peer coaching

Professional Fact-finders

Professional Arbitrators

Training supervisors and human relations managers in conflict resolution
Training line supervisors in communication and conflict resolution skills
Training employees in communication and conflict resolution skills
Providing rewards and incentives for using mediation

Training in prejudice reduction, diversity, and resolving cross-cultural conflicts
Facilitated meetings and retreats to address on-going problems

© Kenneth Cloke



Roles for Organizational

Mediators

Internal

Risk|Taker
(@)

Coach e @ Change Agent
PaSt —_ RO|§>|\/|Ode| _ Future
Conflict Resolver Pregent Leader/ |
Systems Designer
L @ Synthesizer/
Organizational Strategist
Learner/Evaluator
SupporterTChampion/
Spokesperson

External

© Kenneth Cloke
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Sample Conflict Audit Questions

How much is spent on lawyers, litigation, and human resources time related to conflict?

How much time does the average managers spend each week trying to prevent, manage or resolve
conflicts? At what salary?

What is the cost of stress-related iliness and conflict-related turnovers?

How much time is spent on rumors, gossip, lost productivity and reduced collaboration due to conflict?
What is the impact of conflict on staff morale and motivation?

How many conflicts recur because they are never fully resolved?
What customers, creativity and opportunities have been lost due to conflict?

Where might the organization be now had it not experienced these conflicts?
What are the core values of the organization regarding conflict?

. What are the main messages sent by organizational culture regarding conflict?
. How are negative conflict behaviors rewarded?
. How do leadership and management typically respond to conflicts? How might they respond better?

Have employees been trained in conflict resolution?

. What do people do when they have conflict? Where do they go for help?

. Is there an internal mediation process? Who can use it? How often is it used? How many know about it?
. How satisfied are employees with existing resolution processes?

. How skilled are managers in using these processes?

. What hinders the use of existing resolution processes? How can employees be motivated to use them?
. What skills do employees and managers need to resolve conflicts successfully?

. What systems changes could reduce or help resolve conflict?

71
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Values in System Design (1)

All interested parties are included and invited to participate fully in designing
and implementing content, process, and relationships.

Decisions are made by consensus wherever possible, and nothing is
considered final until everyone is in agreement.

Diversity and honest differences are viewed as sources of dialogue, leading to
better ideas, healthier relationships, and greater unity.

Stereotypes, prejudices, assumptions of innate superiority, and ideas of
intrinsic correctness are considered divisive and discounted as one-sided
descriptions of more complex, multi-sided, paradoxical realities.

Openness, authenticity, appreciation, and empathy are regarded as better
foundations for communication and decision-making than secrecy, rhetoric,
insult, and demonization.

Dialogue and open-ended questions are deemed more useful than debate
and cross-examination.

Force, violence, coercion, aggression, humiliation, and domination are
rejected, both as methods and as outcomes. 79
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Values in System Design (2)

Cooperation and collaboration are ranked as primary, while competition and
aggression are considered secondary.

Everyoneds interests are accepted as
wherever possible, consistent with o

Processes and relationships are considered at least as important as content, if
not more so.

Attention is paid to emotions, subjectivity, and feelings, as well as to logic,
objectivity, and facts.

Everyone is regarded as responsible for participating in improving content,
processes, and relationships, and searching for synergies and
transformations.

People are invited into heartfelt, spiritual communications and inner
awareness, and encouraged to reach resolution, forgiveness, and
reconciliation.

Chronic conflicts are traced to their systemic sources, where they can be
prevented and redesigned to discourage repetition.

Victory is regarded as obtainable by everyone, and redirected toward &

collaborating to solve common prehieras,csReno one feels defeated.



Consequences of System Design (1)

A

A

Do Do Do o >

To

Shift from hierarchy, bureaucracy, and autocracy to heterarchy,
participation, and democracy

Reduce inequalities in status, inequities in wealth, and autocracies
In power

Foreswear the use of military options except in the decreasing
likelihood of self-defense when under attack

Invite direct public participation in all significant decision-making
Substitute dialogue for debate
Reach consensus whenever possible and vote only as a last resort

Shift from exercising power and defending rights to satisfying
Interests

Commit to open, honest, authentic communication and elimination of
government secrecy 74
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Consequences of System Design (2)

o Po Do I Do Do Po I

Conduct foreign and domestic policy based on collaboration and
partnership rather than antagonism and hyper-competition

Celebrate diversity in race, gender, sexual orientation, culture, and
Individual personality on all levels

Flatten hierarchical agencies by reducing the ranks of middle
management and leveling pay differentials

Treat employees as equals and reorganize internally into self-
managing teams

Bridge organizational silos and institutional specializations

Implement continuous feedback and 360-degree performance
Improvement processes

Reward disagreement and dissent, and invite organizational
learning

Encourage self-assessment, organizational learning, evolution, and
transformational change

© Kenneth Cloke
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10.
11.
12.

13.
14.

15.

An Algorithm for Systems Design

All interested parties are included and invited to participate fully in designing and implementing

content, process, and relationships.

Decisions are made by consensus wherever possible, and nothing is considered final until everyone

IS in agreement.

Diversity and honest differences are viewed as sources of dialogue, leading to better ideas, healthier

relationships, and greater unity.

Stereotypes, prejudices, assumptions of innate superiority, and ideas of intrinsic correctness are
considered divisive and discounted as one-sided descriptions of more complex, multi-sided,

paradoxical realities.

Openness, authenticity, appreciation, and empathy are regarded as better foundations for
communication and decision-making than secrecy, rhetoric, insult, and demonization.

Dialogue and open-ended questions are deemed more useful than debate and cross-examination.
Force, violence, coercion, aggression, humiliation, and domination are rejected, both as methods

and as outcomes.

Cooperation and collaboration are ranked as primary, while competition and aggression are

considered secondary.
Everyoneds interest

consi stent with othersoé i nterests.

S are accepted

as

| egi ti mat e

Processes and relationships are considered at least as important as content, if not more so.
Attention is paid to emotions, subjectivity, and feelings, as well as to logic, objectivity, and facts.

Everyone is regarded as responsible for participating in improving content, processes, and
relationships, and searching for synergies and transformations.

People are invited into heartfelt communications and self-awareness, and encouraged to reach

resolution, forgiveness, and reconciliation.

Chronic conflicts are traced to their systemic sources, where they can be prevented and redesigned

to discourage repetition.

Victory is regarded as obtainable by everyone, and redirected toward collaborating to solve common

problems, so that no one feels defeated.

© Kenneth Cloke
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The Dimensions and
Locations of Conflict

© Kenneth Cloke
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nNOur relations to one another gr
reached a stage where it was not disagreement that caused hostility but
hostility that caused disagreement. Whatever she might say | disagreed witl
bef orehand, and It was jJjust the seé&
any dispute to a conclusion. We invariably kept to our own opinions even
about the most trivial questions
maintained were not at all so dear to me that | could not have given them
up; but she was of the opposite opinion and to yield meant yielding to her,
and that | could not do

Leo Tolstoy
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Components of Conflict

Indispensable
Component of
Conflict

Likely Results of
Component

What is Needed, Wanted
or

Missing

Possible Strategies
for Intervention

1. Two or More People
(or internal parts of the
same person)

Diverse Interests,
Isolation, Distrust,
Competitive
Relationships

Communication,
Openness,
Positive Intent,
Common Goals

Ground Rules, Listening,
Story Telling, Empathy,
Common Interests

2. Disagreement
over Content,

Unresolved Issues,
Differences over

Engagement, Logical
Analysis, Neutral

Brainstorming,
Collaborative

Process, Facts, Competing Identification and Negotiation,

Relationship, or Issues, Personal Discussion of Creative Problem-

Outcomes Solutions Common Interests Solving, Dialogue

3.Nediat i veo |BJmxgrassedor Emotional Closure, Venting,

i.e., Anger, Fear, Hostile Emotions, Introspection, Acknowledgement,

Jealousy, Shame, Incomplete or Venting, Empathy, Caucusing,

Guilt, Inadequate Acknowledgment, Emotional

or Grief Compassion and Self-Esteem, Processing,
Letting Go Rituals, Completion Rituals of Closure

4. Lack of Chronic Conflict, lliness, Forgiveness, Honesty, Empathy,

Awareness of Self or
Others,

Antagonistic

Spirit, Intention, or
Energy; Intolerant

or Unforgiving

Aim, Attachment,
Embittered Life Force,
Soul or Chi

Injury, Blindness to Self
And Others, Confusion,
Spiritual Imbalance,
Feeling Stuck,
Incessant Suffering

Mindfulness,

Expanded Awareness,
Compassion,
Authenticity, Acceptance,
Release, Letting Go

Introspection,
Centering,
Meditation, Ritual,
Shift from

Negative to Positive
Energy

5. Closed-Hearted
Attitude;

Hostile, Self-Centered,
or

Withholding Outlook or
Relationships

Dysfunctional
Relationships,
Depression, Self-
Centeredness,
Broken Heart

Reconciliation,
Compassion,
Positive Attitude,
Heart-to-Heart
Dialogue

Open Hearted
Communication,
Confession, Learning,
Acceptance of Self and
Other

6. Adversarial,
Bureaucratic,

or Highly Competitive
System, Context,

Culture, or
Environment

Inimical Social
Conditions,

and/or Structure or
System; i.e., Inequity,
Hierarchical, © Ke
Bureaucratic and
Autocratic Relations

Systemic Change,
Collaborative Relationship,
Cultural Sensitivity,

Increased Equity, Equality,
nRRthHfelRkEracy

Transform System,
Alter or Adapt to
Environment,
Balance Power,
Build Participation,

Consensus, and
Ownership
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Dimensions of Conflict Resolution

@ =0 Dimensions = Impasse

‘ = 1 Dimension = My Solution

= 2 Dimensions = Compromise

= 3 Dimensions = Transformation

= 4 Dimensions = Transcendence

80
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Levels of Resolution

Aggression, Suppression and Punishment
Cease Fire/Stop the Fighting/De-Escalate
Settle the Issues

Resolve the Underlying Issues
Forgiveness and Self-Forgiveness
Reconciliation and Open Heartedness

Prevention and Systems Design
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1.

Conflict Resolution by Location (1)

Physical Techniques: Paying attention to body language, physical movement, and sensory

awareness, allows us to speak directly to the body and resolve conflicts at their physical source. For
example, we can encourage people to fighting and de-escalate their conflict by:

To o Do Do Do To  To Do o Do Do Do Do Do Do I»

Moving out from behind our desks into an open circle of chairs
Modulating our voices

Arranging our bodies to subtly mirrorthe p a r tpostuse®

Lowering our height to appear less threatening

Making eye contact with ouri n edro mi neyent 0

Nodding to encourage trust

Using hand gestures to communicate calm

Moving closer to communicate sensitive information

Using body language to counteract aggressive or defensive postures

Using touch to i a n ¢ megative feelings in one physical location and positive feelings in
another

Indirectly embracing the space around the parties with our arms
Lightly touching someone to soothe their wounded feelings

Leaning forward to interrupt fruitless exchanges, or backwards to open a space for direct
communication

Holding up our hands to stop a combative communication or block an aggressive party from
becoming violent

Closely observing body movements to monitor shifting states of mind, emotion, and attitude

Expanding body awareness by asking questions about how someone is physically sensing
themselves, others, or the conflict

82
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Conflict Resolution by Location (2)

2.

Mental Techniques: We have learned a great deal about how to resolve conflicts mentally,

logically, sequentially, and intellectually. For example, we can help conflicted parties move toward
settlement by:

To o To T T Do Do Do Do o To Io Do Do Do Do I

Clarifying and explaining the parameters of the resolution process
Establishing clear ground rules

Listening to facts and explanations

Identifying the issues requiring settlement

Setting an agenda listing issues for discussion

Contracting and agreeing to work toward solutions

Caucusing to explore hidden agendas

Brainstorming options

Clarifying interests

Accumulating points of consensus

Using law, research, and expert opinion to resolve differences
Evaluating arguments and proposed outcomes

Facilitating negotiations

Urging settlement for objective and subjective reasons

Making recommendations and evaluations to promote settlement
Drafting agreements

Reviewing and solidifying commitments

© Kenneth Cloke 83



Conflict Resolution by Location (3)

3. Emotional Techniques: Resolving the underlying emotional reasons for conflict requires a subtle,
sensitive, facilitative, empathetic approach. For example, we can help moderate negative emotions
and resolve the underlying emotional reasons for conflict by:

To oo Too T T To Do Do Bo To To To Do Do Do Do Io Io Do

Listening to and naming the emotions parties express
Acknowledging and accepting emotional declarations
Normalizing and validating emotional concerns
Mirroring emotional affect

Releasing hidden emotions by asking probing questions
Reframing to raise or lower emotional intensity
Searching for emotional triggering mechanisms
Connecting emotions to vulnerability and internal issues
Revealing the benefits gained from intense emotion
Empowering people to tell others how they feel and set limits
Eliciting and surfacing repressed emotions

Reducing emotional resistance and ego defenses
Redirecting emotion from people to problems
Separating intentions from effects

Shifting focus from emotions to behaviors

Agreeing to change behaviors in the future

Connecting emotions with underlying interests

Modeling appropriate emotional responses

Acknowledging and apologizing for negative, disrespectful,
communications

© Kenneth Cloke
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Conflict Resolution by Location (4)

4.

Spiritual Techniques: Spirit is easier to translate into techniques if we substitute the words

intention, energy, life force, or chi. For example, we can assist people in moving beyond resolution to
forgiveness and increased mindfulness or awareness by:

o Bo To To Do Do Do Do Do Do Do o Io Io Do Do

Centering, relaxing, and balancing internally

Releasing past recollections, emotions, and judgments

Releasing future expectations, goals, plans, and desires

Expanding present awareness

Clarifying and concentrating energy, spirit, intention, or chi

Setting the physical stage for intimate conversation

Opening with an appeal to the parties highest intentions

Sitting in silence and slowing the pace of conversation

Watching the energy flowing within, around, and between the parties
Using compassion to understand for the p a r tdeepestdntentions, motivations, and desires
Asking questions that clarify p e o p teep&s intentions

Using silence, pacing, body language, tone of voice, and emotional vulnerability to
communicate sincerity and positive intentions

Asking questions that encourage responsibility for intentions, attitudes, and choices
Encouraging forgiveness, acceptance, and letting go

Identifying all the reasons for not forgiving, what is wrong with those reasons, and the price for
not forgiving

Designing rituals of release, completion, and closure
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Conflict Resolution by Location (5)

5. Heart Techniques: The greatest deficit in current models of mediation is our lack of skill in
responding to conflict in its heart location, yet we can assist parties in engaging in heartfelt
conversations and reaching reconciliation by:

To Po o To To  Po Po Do Do Do To Do Do Do Do Do Do

Welcoming people with an open heart
Opening with a question, invocation, or invitation directly to the heart

Asking people to tell each other why they want to resolve the conflict, or what kind or
relationship they would like to have

Eliciting the heart-meaning of conflict stories

Opening our hearts and using them to search for questions that invite the parties to speak
and listen from theirs

Asking direct, honest questions that encourage integrity and trust
Being vulnerable and encouraging vulnerability in others
Honestly communicating our heartfelt insights, preferably in the form of questions

Encouraging people to ask each other heart-felt questions and answer them openly and
honestly

Focusing attention and awareness on what is taking place at the center, core, or heart of the
dispute
Bringing humor and play into the conversation

Encouraging participation in activities likely to result in positive, collaborative, open-hearted
experiences

Asking each person what they learned for themselves from the conflict

Identifying what each person is willing to do differently as a result

Encouraging complete reconciliation

Jointly designing new consensual relationships

Ending with heart-felt acknowledgements and appreciations 86
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Conflict Resolution by Location (6)

6. Systems Design Techniques: Attempting to resolve the systemic, contextual, cultural, and environmental
sources of conflict and prevent future conflicts by working preventatively and systemically in response to
chronic sources of conflict, for example, by:

A Conducting a oconflict audito to identify the ¢

A Analyzing and targeting the chronic source of conflict, including their connection to systems,
structures, culture, communications, strategies, change, values, morale, motivation, styles, and
staffing

Viewing conflicts not as isolated events, but as part of a stream of disputes

Identifying existing cultural ideas, approaches, and mechanisms for resolving conflict
Supplementing these with alternatives that emphasize prevention and early intervention
Approaching conflict resolution in multiple, diverse ways with different methodologies
Emphasizing integrated conflict resolution systems over individual or discrete procedures
Focusing on interest-, rather than rights - or power -based solutions

Expanding the number and kind of resolution alternatives available internally and externally
Arranging these procedures from low to high cost

Encourage early informal problem solving

Including a full range of options from process changes to binding arbitration

Providing low -cost rights and power back-ups

Creating oOloopbacksod6 to informal problem sol virt
Encouraging consultation before, feedback and facilitation during, and evaluation afterwards
Supporting inclusion, empowerment, equity, dialogue, collaboration, and consensus,

Develop training programs in conflict resolution

Simplifying policies and procedures and encouraging use of resolution procedures

Increasing motivation, skills, support, and resources to make these interventions work
Continually evaluating why these succeed or fail, and improving the design 87
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Native American Medicine Wheel
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Elements in a Unified Field Theory
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