The Future is Human (Human-Centred Skills) Models of Conflict Management and Team/Group work 
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	Tuckman, 1954, 1977






 Why are we yelling? (Managing conflict, values and interests)

This has two sections. These are: 
Keep calm and manage a crisis.
Practise good conflict management 
Keep calm and manage a crisis.
Upon completion of this sub section, you will be able to: 
· Understand how to deal with conflict in a productive way
· Understand the term crisis management
· Understand what it is like to manage crisis situations skilfully and appreciate why this is important for life and employability
· Describe and utilise a crisis management technique.
	Introductory activity – Note any words you associate with conflict and any feelings that arise when you think about getting into conflict with someone. 




Learning to manage conflict.
What is it about conflict that makes it so difficult to address? For some people, even the word ‘conflict’ conjures up images of combat.
So, with some people reacting negatively just to the sound of the word ‘conflict’ and dictionary definitions of conflict including descriptions like, ‘antagonism’, ‘fight’, ‘sharp disagreement’, and ‘incompatibility’, it is easy to see that conflict appears to have an image problem.
With such strong reactions and harsh words associated with conflict, it is no wonder that people can fear, and be unable to deal with, conflict situations.   
However, it is possible to approach situations in a way that removes the anxiety from conflict and often ends in resolution and opportunity.
Whatever you feel about ‘conflict’, you can become adept at proactively managing difficult situations and begin to redefine your perception of conflict to ’a productive event’, ‘opportunity for insight’ and a ‘learning curve.’
	Definition 
Conflict is: Naturally occurring and to be expected. As such, it is part of everyone’s personal and professional life.
Conflict is a form of discord. 
Conflict arises from a clash of perceptions, goals, or values.



Some quotes about conflict
Thomas Jefferson Third president of the United States from 1801 to 1809
“Nothing gives one person so much advantage over another as to always remain cool and unruffled under all circumstances.”
Harriet B. Braiker, author of Who's Pulling Your Strings? How to Break the Cycle of Manipulation and Regain Control of Your Life
“Conflict can and should be handled constructively; when it is, relationships benefit. Conflict avoidance is *not* the hallmark of a good relationship. On the contrary, it is a symptom of serious problems and of poor communication.”

Kirsten Siggins, author of The Power of Curiosity: How to Have Real Conversations that create Collaboration, Innovation and Understanding
“When we aren't curious in conversations we judge, tell, blame and even shame, often without even knowing it, which leads to conflict."

Tenzin Gyatso The 14th Dalai Lama
“Dialogue is the most effective way of resolving conflict.”
Conflict Management 
When conflict occurs if it is managed successfully its negative effects can be minimised.  
Effective conflict management can also increase the positive aspects of conflict. 
	Definitions
Conflict management is the practice of being able to identify and handle conflicts sensibly, fairly, and efficiently (Study.com).
Conflict management refers to techniques and ideas designed to reduce the negative effects of conflict and enhance the positive outcomes for all parties involved (NHS).



Why is conflict management an important life and employability skill?
Conflict is a natural part of the intersubjectivity (where several subjective viewpoints are brought together) of the workplace, so it is important to understand conflict and know how to address conflict situations. 
Conflict that is allowed to grow and fester will ultimately cause resentment, diminish productivity and damage staff morale. 
Conflict management skills help to resolve conflicts equitably and turn disagreements into opportunities. 
Typical Crisis Situations
It is almost inevitable that moments of crisis and conflict will occur in life and work.
For instance:
· You have left your element of a group assessment to the last minute and others are relying on you
· At a job interview you are asked a question you are unprepared for
· In a meeting you are blamed for something that was not your responsibility
· Your boss tries to bully you into taking on an extra project when you already have a full workload.
	Stop and think! 
Describe a conflict situation you have recently experienced.

Application – What do you think caused this conflict?

Developing depth – Was the conflict resolved? If yes, how? If not, what do you think will be the consequences of this conflict if it is left unresolved?




	Wider Learning
You will have noticed that the title of this topic arose from the book ‘Why Are We Yelling? The Art of Productive Disagreement by Buster Benson (2019).

If you want to discover more about these concepts and  ‘Level Up’, this video clip of Buster Benson, author of ‘Why are we yelling’: ……… although quite long [47 minutes] is very informative and interesting:   Why are we yelling? Buster Benson talk at Google




Keep Calm in a Crisis
When a difficult situation, or crisis, arises our first instinct may be to panic - it can be difficult to stay calm under pressure.
Whilst it is natural to experience some anxiety during a crisis, this doesn’t have to be stressful – it can be controlled and put to good use by developing a level of mental preparedness and psychological readiness so that you remain composed, confident and able to work at your peak performance.
So, whilst it can be hard to keep calm in a crisis, this can result in finding opportunities within difficult situations. This concept is considered through the work of Owen (2020).
Fight, Flight or Freeze 
When crisis situations occur, do you fight, flight or freeze? Or is there another option? 
Typical Fight behaviour - Who can I blame for this situation?
Typical Flight behaviour - I can't cope with this, I'm out of here!
Typical Freeze behaviour - I don't know what to do!
Thinking, Fast and Slow
In the bestselling 'Thinking, Fast and Slow', by Daniel Khaneman (2011), fast thinking (system 1 thinking) is unconscious, emotional and instinctive. Thinking fast is likely to result in snap judgements and, sometimes, prejudice. In a crisis, fast thinking leads to impulsive fight, flight or freeze behaviour.
In a crisis, slow thinking is best. Slow thinking (system 2) is conscious, deliberate and mostly rational. 
Slowing things down in a crisis achieves two goals.
1. It allows you to take the emotional heat out of a crisis.
2. It helps you to understand what is really going on. 
In slow thinking, reason replaces emotion, which is a good thing. Slowing down gives you time to make a purposeful choice instead of an automatic one.
	Stop and think! 
Remembering and recalling key learning /Application
Charlie is a member of a group of five students working together on a project linked to an assessment. A disagreement about the best idea to put forward for the project occurs. The team leader asserts their authority and decides the team must go with their idea as they think this is the best option. Charlie has identified some serious issues with the idea and knows it will fail. Charlie forgets to engage system 2 thinking and can feel themselves getting annoyed because they want to do well in the assessment. They glare at the team leader and interrupt them, calling them stupid and telling them angrily their idea is a load of rubbish and doomed to failure. Alex, another team member, storms out of the room stating he will find another group to work with. When asked what they think by the team leader, the other members of the group do not respond and the team leader starts to cry and accuses them of not supporting him. 

Was Charlie’s response an example of fight, flight or freeze?
Was Alex’s response an example of fight, flight or freeze?
Was the response of the other group members an example of fight, flight or freeze? Freeze
Was the team leader's response and example of fight, flight or freeze?

  Developing depth – 

What do you think will be the likely outcome of this conflict situation? Can it be resolved and, if so, what will need to happen to resolve it?




Turn a crisis into an opportunity
Competent and calm crisis management is a skill which builds resilience towards future events and Owen (2020) offers five suggestions that we might follow to achieve good crisis management:
1. Step up – Run into the crisis rather than away from it.
2. Get help – Lone heroes succeed in movies but not so much in real life. Remember – life is a team sport. Ask for advice and seek out those willing to help. 
3. Drive to action, any action – Dwelling on the crisis is easy and useless. Action is hard and risky. Take small steps first, even if it’s a wrong step at least you have momentum and can change direction if needed. 
4. Act the part – Project confidence, hope, clarity and certainty.
5. Share the credit – When the crisis is over, show gratitude to those who supported you through it. 
	



Moments of crisis will occur throughout your life and work and when they do you need to know how to take control of internal impulses by slowing down your thinking.
Taking control of the crisis may even help you turn it into and opportunity. 
	Let’s Summarise 
1. The likely outcomes of conflict that is allowed to fester is: 
· Resentment
· Diminished Productivity
· Damage to morale
· People will just let it go in the end
 
2. Choose the behaviour that best describes what is going on:
Who can I blame for this situation? Fight, Flight or Freeze
I can't cope with this I'm out of here! Fight, Flight or Freeze
I don't know what to do! Fight, Flight or Freeze
 
3. Slow thinking is:
· Impulsive
· Deliberate
 
4. In slow thinking ------- replaces-------- Reason/emotion
 
5. Good crisis management involves:
· Running away from the crisis
· Getting help
· Taking small steps in the right direction
· Taking the credit for yourself





	


                                                     Practise Good Conflict Management

Upon completion of this sub section, you will be able to: 
· Understand more about your ‘self’ in conflict/crisis situations
· Understand the roles that you and others can adopt in a conflict situation
· Understand roles adopted by yourself and others within conflict situations.
What is Conflict Management
Since conflicts in life are inevitable, it is important to understand conflicts and know how to resolve them. 
Conflict management is the practice of being able to identify and handle conflicts sensibly, fairly and efficiently. 
Why Conflict Management Skills Are Important
Poor communication or interpersonal tension can easily cause simple disagreements to flare up into resentment or worse. Conflicts that are allowed to fester and grow will diminish productivity and damage staff morale. But conflict can be resolved. What’s more, it can be healthy – bringing issues to light, strengthening relationships, and sparking innovation.
Therefore, employers seek employees with the skills to manage and diffuse conflict.
The Thomas-Kilmann Conflict Modes
According to Thomas and Kilmann we each have a natural approach to managing conflict. Thomas-Kilmann also make a very relevant point in relation to our work started in Subsection Two of this topic – that we need to understand our own behaviour in situations where we influence others and assess our natural or typical conflict handling mode. 
It is important to note each of us is capable of using all five conflict-handling modes. None of us can be characterised as having a single style of dealing with conflict. But certain people use some modes better than others and, therefore, tend to rely on those modes more heavily than others—whether because of temperament or practice.

[image: ]
Competing is assertive and uncooperative—an individual pursues his own concerns at the other person’s expense. This is a power-oriented mode in which you use whatever power seems appropriate to win your own position—your ability to argue, your rank, or economic sanctions. Competing means ‘standing up for your rights’, defending a position which you believe is correct, or simply trying to win.
Collaborating is both assertive and cooperative—the complete opposite of avoiding. Collaborating involves an attempt to work with others to find some solution that fully satisfies their concerns. It means digging into an issue to pinpoint the underlying needs and wants of the two individuals. Collaborating between two persons might take the form of exploring a disagreement to learn from each other’s insights or trying to find a creative solution to an interpersonal problem.
Compromising is moderate in both assertiveness and cooperativeness. The objective is to find some expedient, mutually acceptable solution that partially satisfies both parties. It falls intermediately between competing and accommodating. Compromising gives up more than competing but less than accommodating. Likewise, it addresses an issue more directly than avoiding, but does not explore it in as much depth as collaborating. In some situations, compromising might mean splitting the difference between the two positions, exchanging concessions, or seeking a quick middle-ground solution.
Avoiding is unassertive and uncooperative—the person neither pursues their own concerns nor those of the other individual/s. Thus, they do not deal with the conflict. Avoiding might take the form of diplomatically sidestepping an issue, postponing an issue until a better time, or simply withdrawing from a threatening situation.
Accommodating is unassertive and cooperative—the complete opposite of competing. When accommodating, the individual neglects their own concerns to satisfy the concerns of the other person; there is an element of self-sacrifice in this mode. Accommodating might take the form of selfless generosity or charity, obeying another person’s order when you would prefer not to, or yielding to another's point of view. 
	Stop and think! 
Remembering and recalling key learning –
Identify the five types of conflict modes. 

Application – 
In the case below, you will be able to apply your knowledge of Conflict Modes by identifying how Jules deals with the conflict and how they might have achieved a better outcome. 

Case:
You are a management coach and receive a call from a new client, Jules. Jules is the Chief Innovation Officer at Game Station, a video game company.
Jules: "I am calling you because I am having an extremely hard time dealing with one of my employees, Cam. Cam is one of our leading software developers, and just joined the company. I have a lot of respect for Cam, who is the only engineer that has a Ph.D. and experience of working for another big games company. Cam is by far our most talented developer.”

Coach: "Sounds great, so what’s the problem?"

Jules: "When asking Cam to create a video game based on a blueprint I created, they built a new blueprint instead! This upset me tremendously because we have deadlines to maintain, and I don't think an employee should ever challenge their manager. Even if the blueprint were better (though I'd never admit to that, I have too much pride), I feel this is an attempt to undermine me and I am just not having it! So, I decided to build the video game myself after work using my blueprint. I didn’t discuss the issue with Cam since I knew it would lead to nothing getting done the way I wanted. The problem is that I am so exhausted now, I can’t keep on doing this going forward."

What Conflict Management style is Jules currently using? Explain.
What Conflict Management do you recommend Jules to use? Explain.

Solution.
1.
The student should identify this Conflict Management style as Competing with some degree of Avoidance as well.
2.
The student should form an answer that considers Cam’s superior expertise and is more cooperative, such as the Collaborative, Compromising, or Accommodating style.


Developing depth – 
Complete the Conflict Mode assessment https://uowtsd-my.sharepoint.com/:b:/g/personal/julie_hayward_uwtsd_ac_uk/EQ-vtlp49m5BrKwIYDFJDNoBjYSPVu2dgUOcshDzQfjjtA?e=Hyqc1e  Answer quickly – your first thoughts are usually the most accurate] - and base your answers on typical day-to-day activities. Then note down your score.  

For the mode shown in your results, evaluate your result against the characteristics of the Thomas-Kilmann Conflict Modes to see if you agree with the results. 




The Drama Triangle
The Drama Triangle is a model to help us understand how conflict arises between people in dramatic or intense relationships or interactions. It was conceived by Steven Karpman in 1968 and it involves three different roles - the victim, the rescuer and the persecutor. 
[image: ]
VIDEO PAGE - https://www.youtube.com/watch?v=E_XSeUYa0-8 

	




	Further Research
· Benson, B. 2019. Why Are We Yelling? The Art of Productive Disagreement.
· Emerald, D. 2016. The empowerment dynamic triangle: An alternative to the drama triangle. Polaris Publishing:  https://powerofted.com/drama-triangle/
· Huczynski, A and Buchanan, D. 2013. Organizational Behaviour, Pearson Education Limited: Harlow, UK.
· Karpman, S. 1968. Fairy tales and script drama analysis. Transactional Analysis Bulletin, 7(26), 39-43.
· Owen, 2020. Resilience: Ten habits to thrive in life and work. Pearson Education Limited. Harlow.
· Thomas, K. & Kilmann, R. 1976. Thomas-Kilmann conflict MODE instrument. 10.1037/t02326-000. Also see https://kilmanndiagnostics.com/a-brief-history-of-the-thomas-kilmann-conflict-mode-instrument/




	Extend Your Learning 
Karpman’s Drama Triangle has been around a long time and has been recently revised by Emerald. Watch the video to find out more about The Empowerment Dynamic: https://youtu.be/-B2U7zunaq8
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