


Praise	for
The	Essential	Workplace	Conflict	Handbook:

“The	pragmatic	solutions	offered	in	The	Essential	Workplace	Conflict	Handbook
help	minimize	the	human	drama	inherent	in	conflict	resolution,	which	inevitably
strengthens	the	team.	This	book	is	a	must-read.”
—Mark	A.	Raitor,	Chief	Operating	Officer,	Independent	Community	Bankers	of

America

“Barbara	Mitchell	and	Cornelia	Gamlem	have	done	it	again!	In	their	latest	book,
The	Essential	Workplace	Conflict	Handbook,	they	explore	the	many	facets	of
workplace	conflict	using	practical	examples.	They	provide	terrific	advice	on
exploiting	as	well	as	resolving	it.	Buy	it,	read	it,	rely	on	it,	and	you	will	never
regret	it!”

—Sarah	Bowman	Rajtik,	PHR,	Chief	of	Staff/Director	of	Human	Resources,
The	RSR	Company

“Following	their	success	with	The	Big	Book	of	HR,	Gamlem	and	Mitchell	have
produced	another	winner	with	The	Essential	Workplace	Conflict	Handbook.	This
practical,	hands-on	guide	to	managing	workplace	conflict	should	be	on	the
bookshelf—and	in	the	hands—of	managers	at	all	levels	of	organizations	large
and	small.”

—Ralph	Kidder,	Chief	Financial	Officer,	Marymount	University	(Retired)

“Having	a	productive	and	engaged	workforce	is	an	imperative	for	organizations
to	be	successful.	Leaders	must	be	able	to	not	only	motivate	their	teams	but	they
must	also	be	able	to	deal	effectively	with	conflict.	In	this	book	Cornelia	and
Barbara	discuss	the	causes	of	conflict	and	they	also	provide	clear	suggestions	for
addressing	each	different	situation.	This	is	an	excellent	resource	for	anyone	with
‘people’	responsibility.”

—Janet	Parker,	SPHR,	EVP,	Corporate	HR,	Regions	Bank

“Cornelia	Gamlem	and	Barbara	Mitchell	have	another	hit	on	their	hands.	They
have	identified	the	single	most	important	issue	resulting	from	workplace	stress,
and	then	told	us	how	to	effectively	deal	with	it.	Conflict	management	skills	can
be	greatly	enhanced	using	their	new	book.	Every	manager	and	supervisor	in
America	should	have	their	own	copy	dog-eared	within	a	week.”



—William	H.	Truesdell,	SPHR,	SHRM-SCP,	President,	The	Management
Advantage,	Inc.,	Co-author,	PHR/SPHR	Certification	Exam	Guide

“Conflict	is	inevitable	in	the	workplace,	and	so	often	HR	finds	itself	in	the
middle	of	conflict	situations.	The	Essential	Workplace	Conflict	Handbook
contains	real-life	examples	which	are	useful	in	resolving	conflicts.	Recognizing
there	are	rarely	‘one	size	fits	all’	solutions	that	satisfy	all	parties,	the	book	covers
a	variety	of	topics.	To	address	conflicts	arising	from	the	many	changes	in
today’s	workplace	the	book	discusses	a	scenario	involving	individuals	from
diverse	backgrounds	and	generations,	who	grew	up	with	different	views,	who
must	now	work	together.

A	key	topic	also	covered	is	managing	expectations.	While	we	expect	adults
in	the	workplace	to	act	maturely,	this	is	not	always	the	case,	and	someone	must
step	in	to	arbitrate.	This	handbook	a	valuable	resource	for	HR	professionals,
managers,	anyone	involved	in	resolving	workplace	conflicts	and	I	highly
recommend	its	reading.”

—Gus	Siekierka,	Vice	President	and	Chief	Human	Resources	Officer,	CSC
(Retired)

“The	Essential	Workplace	Conflict	Handbook	is	greatly	needed	in	the	American
workplace.	With	cultural	diversity,	changes	in	demographics,	and	rapidly
changing	technology,	I’m	not	sure	how	we’ve	come	this	far	without	this
masterpiece.	The	authors	have	clearly	defined	all	aspects	of	conflict	and	the
resolution	thereof.	A	must-have	for	every	office	and	workplace.	It	truly	is
ESSENTIAL!”

—Kathleen	Zurenko,	MCS,	Adjunct	Professor,	Daytona	State	College

“Conflict	in	the	workplace,	while	often	stressful,	can	be	the	sign	of	a	vibrant,
creative,	and	engaged	culture…	especially	when	it	arises	from	legitimately
different	views	of	how	to	proceed	with	something.	The	trick	is	how	to	leverage
that	tension	to	bring	about	the	optimal	solutions	while	retaining,	and	perhaps
even	developing	inter-person	and	intra-team	relationships.	This	book	is	a
thoughtful	and	useful	guide	to	not	just	‘conflict	resolution’	but	what	I	call
‘conflict	optimization.’	I	highly	recommend	that	everyone—not	just	leaders—
read	and	benefit	from	it.”

—Al	Risdorfer,	CHRO,	Digital	Divide	Data

“Anyone	who	has	ever	encountered	disruptive	behavior	at	work	must	read	The
Essential	Workplace	Conflict	Handbook.	Cornelia	Gamlem	and	Barbara



Mitchell	have	done	a	great	job	deconstructing	behavior	types	and	explaining
how	to	address	that	behavior	before	it	escalates	into	something	more	serious.
Workplace	conflict	need	not	become	more	complicated	if	people	have	the	tools
to	confront	it,	and	the	authors	have	done	just	that.”

—Arnold	Sanow,	Author,	Get	Along	with	Anyone,	Anytime,	Anywhere

“I’m	all	about	results	and	The	Essential	Workplace	Conflict	Handbook	is	all
about	positive	outcomes.	Not	only	do	Mitchell	and	Gamlem	explore	the	root
causes	of	many	workplace	conflicts,	but	their	storytelling	technique	provides
practical	illustrations	of	conflicts	that	can	occur	in	the	workplace	along	with
guidance	for	addressing	and	solving	them.	This	book	should	be	on	the	bookshelf
for	anyone	who	wants	the	ability	to	identify	and	resolve	workplace	conflict.	The
techniques	you	learn	from	this	book	will	make	you	a	better	leader,	co-worker
and	decision-maker.”

—Angela	Galyean,	PHR,	Vice	President	Human	Resources,	Intelsat

“Whenever	a	group	of	people	come	together	at	work,	there	are	going	to	be
differences.	When	there	are	differences,	there’s	going	to	be	conflict.	Barbara
Mitchell	and	Cornelia	Gamlem	do	a	great	job	of	exploring	these	differences
throughout	the	book	as	they	show	the	readers	how	conflict	can	begin	and
ultimately	be	resolved.	The	Essential	Workplace	Conflict	Handbook	is	a	must-
read	for	anyone	who	wants	to	move	beyond	conflict	and	on	to	respect!”

—Mary-Jane	Sinclair,	SPHR,	President,	Sinclair	Consultants,	LLC

“In	this	comprehensive	book,	the	authors	provide	readers	with	a	wealth	of
information	and	stories	to	guide	you	through	the	often	daunting	world	of
workplace	conflict.	Mitchell	and	Gamlem	are	respected	experts	in	HR	and	have
generously	shared	their	knowledge	and	experiences	in	this	valuable	new	book.
The	Essential	Workplace	Conflict	Handbook	is	useful,	concise,	and	sensible.”
—Sharon	Armstrong,	author	of	The	Essential	Performance	Review	Handbook,

The	Essential	HR	Handbook,	and	Stress	Free	Performance	Appraisals

“Every	workplace	experiences	conflict,	and	most	organizations	don’t	train
employees,	managers,	or	executives	on	how	to	resolve	these	issues	successfully.
If	conflict	isn’t	mitigated	it	will	only	prevent	employees	from	reaching	their
fullest	potential.	This	handbook	provides	valuable,	practical	tools	for	diagnosing
the	problem	and	resolving	this	disruptive	behavior.	I	want	all	our	managers	and
executives	to	read	this	book!”

—Gail	Hyland-Savage,	Chief	Operating	Officer,	Michaelson,	Connor	&	Boul



“Connecting	with	your	audience	means	you	must	understand	their	language.
Drawing	upon	their	own	frontline	experiences	working	with	people,	Gamlem
and	Mitchell	have	crafted	a	comprehensive	yet	practical	reference	for	dealing
with	conflict	in	the	workplace.	The	Essential	Workplace	Conflict	Handbook	is	a
valuable	resource	for	anyone	who	wants	to	understand	conflict	at	its	core.”

—Gerry	Crispin,	SPHR,	Co-Founder,	CareerXroads

“Conflict	is	a	daily	part	of	our	professional	lives.	This	resource,	with	its	practical
approach,	will	help	us	deal	with	it	effectively	and	give	us	the	confidence	to
handle	it	well.	Thanks	Barbara	and	Cornelia	for	another	insightful	handbook!”

—Deb	O’Grady,	Director,	Training	and	Development,	Akima,	LLC

“Readers	will	recognize	many	of	the	real-world	examples	from	our	own
experiences	and	relish	the	essential	tips	on	how	to	deal	with	them	when	we	face
them	again.	I	expect	many	companies	will	make	this	a	‘must-read’	for	their
managers.”

—Gary	Cluff,	President,	Cluff	&	Associates

“The	Essential	Workplace	Conflict	Handbook	hits	all	the	key	aspects	of	conflict
in	the	workplace—from	its	causes	to	the	steps	that	individuals	and	organization
can	and	should	take	to	resolve	it.	I	hope	everyone	heeds	the	authors’	call	to
properly	diagnose	the	underlying	issue	before	trying	to	solve	it!”

—Tory	Ruttenberg,	Founder	and	President,	Ruttenberg	Consulting,	LLC

“Mitchell	and	Gamlem	have	structured	and	organized	the	complexities	of
workplace	conflict	in	a	manner	that	makes	it	accessible	and	usable.	Each	chapter
can	stand	alone	as	a	ready	reference	and	job-aid	to	facilitate	conflict	resolution,
from	identifying	root	cause	to	skillfully	engaging	stakeholders	in	finding
positive	paths	forward.	This	excellent	work	goes	beyond	a	‘must-read’	to	a	must-
use.	It	will	make	a	valuable	addition	to	any	HR	practitioner’s	toolkit.”

—Joseph	P.	Murphy,	Vice	President,	Shaker	Consulting	Group,	Inc

“The	Essential	Workplace	Conflict	Handbook	lays	a	vivid,	practical	pathway	for
supervisors	to	manage,	if	not	avoid,	conflict	within	their	organizations.	It	is	a
primer	for	managers	who	need	to	brush	up	on	their	team	management	skills	and
a	handy	reference	for	those	who	daily	engage	in	conflict	management.	I	strongly
recommend	this	books	for	those	who	want	to	move	beyond	conflict	and	toward
collaboration	in	their	workplaces.”

—Lee	S.	Webster,	JD-MBA,	SPHR,	GPHR,	Dir,	Talent	Acquisition	and
Recruitment,	University	of	Texas	Medical	Branch



Recruitment,	University	of	Texas	Medical	Branch

“Authors	Mitchell	and	Gamlem	have	written	a	very	timely	book	that	deals	with
the	inevitable	conflicts	in	the	workplace	that	arise	and	helps	one	chart	a	path	on
how	to	maneuver	in	this	new	world	of	complex	organizations	with	its	many
diverse	cultures,	generational	differences	and	work	styles.	Armed	with	checklists
and	an	extremely	relevant	appendix,	this	book	should	be	sitting	on	every
manager’s	desk.”

—Karen	Bloom,	Principal,	Bloom,	Gross	&	Associates,	Inc
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INTRODUCTION

Conflict	is	neither	good	nor	bad.	Properly	managed,	it	is	absolutely	vital.
—Kenneth	Kaye

Conflict	thrives	in	the	world	today.	One	only	has	to	pay	attention	to	current
events	to	be	convinced	that	we	live	in	times	when,	if	conflict	doesn’t	exist,
someone	will	find	a	way	to	disagree	or	disrupt	whatever	is	happening.	We
wonder,	“Why	can’t	we	all	just	get	along?”	Conflict	in	the	workplace	can	be
particularly	stressful	because	your	livelihood	depends	on	workplace	success.

As	Lynne	Eisaguirre	says	in	The	Power	of	a	Good	Fight,	“The	workplace
continues	to	change	at	a	rapid	pace.	Diversity,	outsourcing,	work	group	teams,
and	mergers	between	companies	that	used	to	be	competitors	increase	workplace
conflict.	And	yet,	most	of	us	lack	a	creative	conflict	approach.	Most	of	us	are
afraid	to	embrace	and	harness	the	powerful	force	of	conflict.	We	either	run	from
it	or	create	destructive	disputes.”1

Workplace	conflicts	tend	to	be	between	people—interpersonal	conflict.
Usually,	conflict	occurs	between	two	or	more	people	who	see	things	differently
or	want	to	take	the	project	or	work	in	a	different	direction	from	where	their
colleague	thinks	it	should	go.	Sometimes	conflicts	occur	over	resources	when
one	project	is	allocated	more	money	than	another	or	when	a	coworker	thinks
someone	else	is	taking	credit	for	his/her	work.

Sometimes	conflicts	take	the	form	of	bickering	between	the	people	involved
and	other	times	conflicts	emerge	when	one	coworker	criticizes	the	work	of
another.	At	its	worst,	conflicts	can	result	in	verbally	abusive	situations.	And	then
there	are	the	situations	where	someone	perceives	there	is	a	conflict,	but	in
reality,	it	doesn’t	exist!

Conflicts	may	occur	in	the	workplace	due	to	differences	in	communication
styles	or	may	be	related	to	people	coming	from	diverse	backgrounds.	Conflicts
certainly	occur	in	times	of	change	or	when	people	are	under	pressure—whether
real	or	perceived.



Is	conflict	intrinsically	bad?	Can	there	be	good	conflict?	Certainly	conflict	is
bad	when	it	drains	energy	from	the	work	that	needs	to	be	done	or	when	it	divides
teams	or	workgroups.	Conflict	is	bad	when	it	is	personally	directed	to	others	in
the	organization.	However,	conflict	can	be	positive	when	it	leads	to	creative
problem	solving	and	it	can	drive	an	organization	to	consider	new	possibilities	in
a	highly	competitive	world.

Whether	conflict	works	for	or	against	an	organization	depends	entirely	on
how	workplace	conflict	is	managed.

The	Essential	Workplace	Conflict	Handbook	defines	conflict	as	“a	condition
between	or	among	workers	whose	jobs	are	interdependent;	who	are	angry	or
frustrated;	who	perceive	others	to	be	at	fault;	or,	who	act	in	ways	that	cause	an
organizational	problem.”

Some	people	seem	to	enjoy	conflict	whereas	others	run	from	it	and	avoid	it
at	all	costs.	Those	who	run	from	it	may	be	fearful	of	being	seen	as	negative	for
bringing	up	the	issue	or	they	may	not	have	confidence	in	their	ability	to	do
anything	about	the	issue.	Or,	they	may	just	be	more	comfortable	in	having
everyone	get	along	even	though	they	and	all	the	rest	of	us	know	that	isn’t
possible	in	the	workplace	or	in	life!

The	Essential	Workplace	Conflict	Handbook	looks	at	some	of	the	things	that
cause	conflict,	including	organizational	change,	the	impact	of	a	diverse
workforce,	the	role	teams	play	in	work	today,	technology,	and	globalization.
(We	cover	these	in	detail	in	chapters	1–3.)	We	also	give	readers	many	resources
to	help	ensure	that	conflicts	can	be	managed	and	can,	in	fact,	help	drive	the
organization	to	higher	levels	of	creativity	and	productivity.	We	offer	help	for
tackling	the	most	difficult	workplace	conflict	challenges	by	providing
information	you	can	use	right	now	to	help	you	have	a	more	creative	and
productive	workplace.

This	book	gives	readers	guidance	on	diagnosing	the	problem	because,	quite
frankly,	until	you	really	know	what	the	issue	is,	solving	it	is	just	not	going	to
happen.	This	involves	learning	how	to	ask	the	right	questions	and	not	jumping	to
quick	conclusions	or	making	easy	assumptions	before	you	have	all	the	facts.	We
discuss	this	more	specifically	in	Chapter	4.

We	also	present	information	on	the	value	of	good	listening	skills.	Most	of	us
are	not	good	listeners;	we	listen	only	until	it	is	our	time	to	talk!	Chapter	5,
therefore,	provides	information	on	listening	techniques,	including	active	and
reflective	listening	skills	and	the	value	of	good	dialogue.

We	know	that	unmet	expectations	are	the	cause	of	many	workplace	conflicts,



so	in	Chapter	6	we	look	at	how	to	define	roles	and	responsibilities	so	that
employees	know	what	is	expected	of	them.	We	also	look	at	the	importance	of
accountability	and	at	several	leadership	approaches	to	addressing	conflict.

In	order	to	resolve	workplace	conflicts,	the	parties	involved	have	to	focus	on
interests	and	not	on	positions.	So	in	Chapter	7	we	look	at	the	differences
between	interests	and	positions,	and	the	importance	of	focusing	on	interests
rather	than	positions.

Until	you	know	your	own	conflict	type	and	the	types	of	those	with	whom
you	work,	you	will	have	difficulty	resolving	workplace	conflict.	In	Chapter	8,
then,	we	discuss	how	to	understand	your	own	style	and	the	style	of	others	using
an	easy	quiz.	Once	you	understand	the	types,	we	give	suggestions	on	how	to
maximize	your	own	impact	and	how	to	work	best	with	others	who	have	types
that	are	different	from	your	own.

Another	common	misconception	of	problem	solving	is	that	resolutions	must
come	from	the	top	down.	It’s	really	not	the	job	of	the	manager	to	get	in	the
middle	of	any	issue	between	employees.	In	fact,	when	the	manager	gets
involved,	employees	don’t	learn	how	to	manage	conflict	themselves.	Chapter	9
discusses	situations	where	conflict	is	present	and	it	explores	who	owns	the
problem:	Is	it	the	manager,	the	employee,	or	both?	We	then	describe	situations
in	which	a	third	party	might	be	useful	in	resolving	an	issue	and	talk	about	the
role	of	mediation	in	conflict	resolution.

We	devote	Chapter	10	to	looking	at	disruptive	behavior	and	the	negative
impact	it	has	on	any	organization	or	affected	employees.	We	explore	how
behavior	that	begins	as	seemingly	innocent	can	progress	to	harassment,	bullying,
or	worse.	We	cover	the	importance	of	setting	boundaries	for	workplace	behavior
and	look	at	the	concept	of	intent	vs.	impact.

In	the	last	chapter,	we	give	managers	some	suggestions	of	positive	things
that	can	be	done	that	go	beyond	policies.	There	are	many	resources	available	to
organizations,	so	we	look	at	manager	and	employee	training,	Employee
Assistance	Programs,	Workplace	Flexibility	Programs,	wellness,	and	other	ideas
to	help	organizations	deal	with	workplace	conflict.

As	you	read	The	Essential	Workplace	Conflict	Handbook,	we	believe	it	will
become	clear	to	you	that	now,	more	than	ever,	we	need	to	find	ways	to	manage
conflict	at	work,	and	we	sincerely	hope	this	book	will	give	you	practical
information	for	dealing	with	the	inevitable	conflicts	you	will	face	at	work.	Each
chapter	stands	alone	but,	when	applicable,	we’ve	included	links	to	other
chapters.	We’ve	included	several	resources	in	the	Appendix	such	as	links	to
Websites	that	you	may	find	useful.



Our	goal	in	writing	this	book	was	to	acknowledge	that	workplace	conflict
exists	at	perhaps	a	higher	rate	than	ever	due	to	a	wide	variety	of	external	and
internal	factors.	We	wanted	to	provide	the	reader	with	information,	resources,
and	hope	that	conflict	does	not	have	to	derail	an	organization;	in	fact,	it	can	have
a	positive	impact	on	creativity	and	productivity.

We	wish	you	great	success	in	managing	any	workplace	conflict	you
encounter!



CHAPTER	1
WHAT’S	NEW	AT	WORK?

If	you	don’t	like	something,	change	it.	If	you	can’t	change	it,	change	your
attitude.

—Maya	Angelou

Let’s	start	with	the	fact	that	just	about	everything	is	new	at	work	these	days.
As	the	world	economy	shifts	from	day	to	day,	jobs	are	lost	and	jobs	are	created
with	different	skill	set	requirements.	Each	of	us	is	being	challenged	to	learn	new
technologies	in	order	to	build	our	skill	sets	and	to	help	stay	relevant	in	an
increasingly	technology-driven	world.

As	Sharon	Armstrong	says	in	The	Essential	Performance	Review	Handbook,
“We’re	experiencing	what	Future	Shock	author	Alvin	Toffler	might	call	‘an
exclamation	point	in	history,’	an	era	in	which	old	barriers	fall	and	there	is	vast
reorganization	of	the	production	and	distribution	of	knowledge	and	the	symbols
used	to	communicate	it.”1

We	now	work	in	an	increasingly	global	economy;	so,	in	many	organizations,
competition	is	fierce	to	innovate	and	get	new	products	to	market	as	quickly	as
possible.	And	many	organizations	have	been	purchased	or	merged	with
international	organizations,	which	has	created	a	need	for	employees	to	change
and	adapt	to	new	ways	of	doing	business.

Managers	were	just	getting	used	to	dealing	with	four	generations	in	the
workplace	when	along	comes	the	next	one.	And	with	the	slower	economy,	many
in	the	older	generations	have	delayed	retirements	so	that	now	many
organizations	are	faced	with	having	potentially	five	different	generations
working	together.	That	can	present	major	challenges	and	create	stress	that
frequently	results	in	conflict	in	the	workplace.	Although	everyone	in	a	particular
generation	may	not	see	things	like	others	in	that	generation,	we	know	that	there
are	generational	differences	in	today’s	complex	workplaces.	The	Millennial
generation	is	coming	into	its	own	and	will	be	the	largest	group	of	employees	in



generation	is	coming	into	its	own	and	will	be	the	largest	group	of	employees	in
the	workplace	in	the	next	few	years.	This	generation	lives,	eats,	and	breathes
technology.	Generation	X	and	Millennials	are	taking	leadership	positions	in
organizations,	which	has	the	potential	to	create	conflict	when	they	are	asked	to
manage	people	who	are	considerably	older	than	they	are.	These	changes	can	and
will	cause	conflict!

	Chapter	2:	Why	Can’t	Everyone	Be	Like	Me?
Resisting	change	is	futile.	Change	is	everywhere	and	with	it	comes

increasing	chances	for	workplace	conflict.	Think	about	an	organization	that	is	in
the	process	of	being	acquired	by	a	competitor.	Some	employees	adapt	easily	to
the	new	organization	whereas	others	want	to	hang	on	to	the	old	ways	of	doing
things.	I	once	had	a	manager	who	said	he	felt	like	“everyone	else	was	on	the	new
boat	moving	down	the	river”	while	he	“was	stuck	on	the	dock.”	He	was
unwilling	to	take	the	first	steps	to	adapt	to	the	new	organization.	His	inability	to
move	forward	created	huge	conflicts	in	the	organization	because	he	was	a	key
player.	He	didn’t	see	that	his	resistance	to	change	was	creating	major	conflicts
between	him	and	those	on	his	team	who	had	already	adapted	to	the	new	way	of
doing	things	required	by	the	acquiring	organization.	He	decided	to	leave	the
organization	rather	than	adapt	to	the	necessary	changes.	This	is	a	rather	drastic
step	to	take,	but	it	did	resolve	the	conflicts	created	by	his	inability	to	modify	his
behavior.

The	great	thing	about	change	in	the	workplace	is	that	each	of	us	has	a	choice
as	to	whether	to	embrace	it,	resist	it,	or	wait	and	see!	Change	can	be	managed	to
lessen	the	likelihood	of	conflicts,	but	let’s	not	kid	ourselves:	Change	does	cause
conflict,	so	all	we	can	do	is	try	to	minimize	it	by	managing	the	change
effectively.	We	know	that	“organizations	continually	evolve,	whether	by
expanding,	contracting,	exploring,	or	eliminating.	Managers	often	joke	that
change	is	the	one	true	constant	in	any	organization,	and	it’s	undeniably	true.	Any
organization	that	desires	to	improve	or	just	keep	up	with	its	competitors	has	to
change.”2

Change	is	uncomfortable	for	many	people.	“Ruts,	even	the	most	boring	and
dull,	are	comfortable	for	us.	We	know	the	old	tried-and-true	ways	are
predictable,	and	what	is	new	and	different	may	be	frighteneing.”3

It’s	also	a	given	that	change	can	bring	a	whole	new	energy	level	to	the
organization.	As	soon	as	employees	get	on	board	with	the	change,	things	can
happen	that	move	the	group,	team,	or	department	forward.	The	issue	is	how	to
get	through	the	change	and	the	conflicts	that	arise	because	of	the	change	process
and	get	on	the	other	side!	Managers	must	be	on	the	lookout	for	conflicts	that



and	get	on	the	other	side!	Managers	must	be	on	the	lookout	for	conflicts	that
result	from	the	desired	changes	to	ensure	the	conflicts	positively	drive	the
changes	the	organization	is	seeking.

“Consider	the	telephone…a	rotary	phone—a	device	created	in	1918
that	didn’t	change	much	for	a	half	century.	By	contrast,	there	have
been	five	versions	of	the	iPhone	in	seven	years.”4

There	are	many	changes	that	have	the	potential	for	creating	conflict	in	the
workplace.	For	example,	consider:

			New	leadership—a	new	CEO	or	executive	director	is	named	to	an
organization.	No	matter	how	hard	he/she	tries	to	instill	confidence	and	to
let	the	existing	staff	get	to	know	him/her,	this	change	can	bring	conflict
out	in	the	open.

Jim	just	retired	from	The	Thomas	Company	after	serving	as	CEO	for	more
than	15	years.	The	organization	didn’t	have	a	succession	plan,	so	the	board	of
directors	used	a	well-known	search	firm	to	locate	candidates	to	replace	Jim.
They	selected	Chad,	who’d	been	COO	of	a	competing	company.	Chad	joined
The	Thomas	Company	three	months	ago	and	it	hasn’t	gone	well.	Jim’s
management	style	was	to	hire	good	people	and	let	them	do	their	jobs,	whereas
Chad	is	much	more	of	a	“command	and	control”	kind	of	leader.

Chad’s	direct	reports	are	struggling	to	work	together	and	some	conflicts	that
would	never	have	surfaced	under	Jim	are	now	coming	to	the	surface.	The	CFO
and	the	VP	of	marketing	are	doing	everything	under	the	sun	to	undermine	each
other	and	it	is	obvious	that	Chad	doesn’t	have	a	clue	it	is	happening,	so	their
conflict	boils	over	into	other	parts	of	the	organization.

			Change	in	reporting	relationships—what	happens	when	an	employee	who
has	reported	to	one	manager	for	10	years	is	suddenly	moved	to	another
team?

Hal	has	been	on	the	marketing	team	headed	by	his	long	time	mentor	and	now
personal	friend,	Ken.	Through	the	years,	they’ve	developed	a	sort	of	shorthand
when	communicating	with	each	other	and	the	others	on	the	team.	Everyone
knows	they	play	golf	every	weekend	when	the	weather	cooperates	and	that	their
wives	are	best	friends.	A	decision	is	made	at	the	highest	levels	of	the
organization	that	Hal	could	make	major	contributions	to	the	sales	team	and	he	is
asked	to	now	report	to	Wes.	Hal	and	Wes	know	each	other	but	have	never	liked
each	other.	There	is	something	about	the	other	one’s	style	that	gets	in	the	way	of



them	working	well	together.	Hal	is	also	concerned	that,	after	so	many	years	of
working	closely	with	Ken,	he	doesn’t	really	know	as	much	as	he	should	about
the	business	and,	now,	Wes	will	find	out	and	use	that	against	him.

When	Hal	joins	the	sales	team,	he	is	unsure	of	himself	and	doesn’t	feel
welcomed.	The	rest	of	the	team	have	been	operating	as	a	well-functioning	team
for	years	and	now	this	new	person	comes	to	their	staff	meetings.	They’ve	all
known	Hal	through	the	years,	but	aren’t	sure	about	him.	They	are	concerned	that
his	relationship	with	Ken,	his	former	boss,	is	too	close	and	wonder	whether	he
will	tell	Ken	about	all	the	issues	they	are	facing.	There	has	always	been	rivalry
between	the	sales	and	the	marketing	teams	and	now	they	have	to	learn	to	trust
Hal	and	find	ways	to	work	with	him.

			New	team	member—a	new	hire	is	introduced	to	a	group	of	people	who’ve
worked	together	for	a	long	time;	they	don’t	know	this	person	and	he/she
doesn’t	know	them.

Celeste	is	hired	away	from	a	competing	firm	to	join	an	existing	group	of
coworkers	who’ve	been	on	the	same	team	for	many	years.	The	team	members
read	her	bio	when	HR	sends	out	the	introductory	e-mail,	and	though	she	has	an
impressive	background	and	has	been	highly	successful	with	the	other	company,
they	don’t	know	her	and	don’t	trust	her.	Celeste	comes	in	to	a	difficult	situation
—it	is	hard	enough	to	start	with	a	new	firm,	but	she	feels	the	pressure	to	prove
herself	as	quickly	as	possible.	To	make	matters	even	worse,	she	is	replacing
Tom,	who	had	been	on	this	team	for	more	than	five	years	and	resigned	to
relocate	when	his	wife	took	a	job	out	of	state.	The	team	loved	Tom	and	now
Celeste	is	in	his	place.

			New	technology/system—new	software	is	introduced	by	your	great	IT
team.

Cedric,	head	of	IT,	and	his	team	hold	classes	to	train	everyone	in	the	new
system.	They	put	together	a	Frequently	Asked	Questions	document	to	help
people	adapt	to	the	new	system.	They	set	up	a	help	desk	just	for	this
implementation.	Every	effort	is	made	by	Cedric	and	his	team	to	bring	people	up
to	speed	on	what	they	need	to	know,	but	many	employees	decide	not	to	attend
the	training.	The	office	is	filled	with	gossip	about	how	this	is	another	major
mistake;	and,	if	they	just	hold	on,	maybe	the	company	will	go	back	to	the	old
system.	Cedric	goes	to	the	CEO	to	complain	that	he	isn’t	getting	the	support	he
needs	to	make	it	happen,	but	the	CEO	really	isn’t	interested	in	that	level	of	detail
and	dismisses	Cedric’s	concerns.	The	company	has	spent	a	lot	of	money	on	the
new	technology,	but	people	are	unhappy	about	it	and	unsure	what	it	means	for



their	jobs.
			Office	redesign/relocation.

The	Hyde	Company	has	just	moved	into	a	beautiful	new	building.	Before
they	moved,	a	team	spent	many	hours	working	with	the	outside	design	team	to
come	up	with	new	ways	of	doing	business.	The	old	office	space	was	dark	and
filled	with	long	corridors.	Everyone	wanted	a	window	office	so	that’s	what	they
had;	even	the	administrative	staff	work	stations	had	a	window.	This	resulted	in	a
very	siloed	office	environment.	There	were	no	places	for	employees	to	get
together	except	for	the	cramped	coffee	stations	scattered	around	the	office.

The	new	office	design	is	totally	different.	It	is	open	with	very	few	walls.
Even	the	offices	along	the	windows	have	glass	walls	that	can	be	moved	or
stored.	The	feeling	is	entirely	different	and	collaborative.

Many	employees	openly	hate	the	new	office.	They	complain	about	the	lack
of	privacy	even	though	there	are	plenty	of	small	rooms	designed	for	privacy	that
anyone	can	use.	Other	people	love	it	and	think	that	it	has	really	broken	down	the
barriers	between	departments	and	they	enjoy	being	able	to	meet	with	their
coworkers	in	the	huddle	spaces	set	up	around	the	building	for	collaboration.

			New	policy	or	procedure.

A	small	nonprofit	organization	has	received	a	lot	of	requests	from	staff
members	to	telecommute	a	day	or	two	a	week.	Martin,	the	executive	director
asked	Lane,	the	chief	of	staff	who	had	responsibility	for	HR	issues,	to	research
whether	or	not	this	was	a	good	idea	and	if	it	was	a	good	idea,	how	they	could
make	it	work	for	their	organization.	Lane	gathered	a	few	leaders	in	the
organization	to	work	with	her	on	this.	They	surveyed	other	nonprofits	and	small
businesses	in	their	area	and	came	up	with	a	recommendation	for	how	it	would
work.	They	announced	it	at	a	staff	meeting	and	employees	started	working	from
home.	There	was	a	lot	of	confusion	as	to	who	was	eligible	and	many	upset
employees	when	they	asked	their	manager	if	they	could	telecommute	and	were
told	no	without	a	reason.	“If	Sally	can	telecommute,	why	can’t	I?”	became	a
frequently	heard	comment.	Telecommuters	were	not	given	guidelines	as	to	how
they	needed	to	be	available	at	certain	times	during	the	day	and	what	the
expectation	was	as	to	how	quickly	they	would	respond	to	e-mails	or	voice	mails.
Rumors	started	when	someone	would	call	a	telecommuter	and	get	their	voice
mail—if	that	person	wasn’t	available,	it	was	obvious	they	weren’t	working.	Of
course,	that	was	untrue	as	there	are	several	legitimate	reasons	why	a	call	goes	to
voice	mail,	including	that	the	person	may	have	been	on	the	line	with	another
coworker	solving	a	work-related	issue.



			Fear	of	loss	of	job	security.

Whyte	and	Associates	has	been	a	family-owned	business	since	the	current
CEO’s	grandfather	started	the	business	in	the	1960s.	They	have	grown	to	more
than	500	employees	in	three	states,	but	their	market	share	is	diminishing.	The
leadership	is	evaluating	all	kinds	of	options	to	cut	costs	and	it	is	rumored	that
there	will	be	layoffs.	Productivity	decreases	as	people	fear	for	their	jobs.	There
are	several	quiet	meetings	in	the	halls	about	whether	or	not	to	put	a	resume
together	and	bail	or	wait	to	see	what	kind	of	severance	packages	are	offered.
Who	is	going	to	decide	what	jobs	are	safe	and	what	jobs	are	eliminated?	Trust	in
the	leadership	diminishes	by	the	day.

			New	responsibilities—even	when	the	employee	is	excited	about	a
promotion	or	additional	responsibilities,	it	can	be	a	time	of	high	stress,
which	can	create	conflict.

Maya	works	for	a	large	financial	services	firm.	She’s	been	there	for	five
great	years	and	her	career	progression	is	right	where	she	wants	it	to	be.	She	is
expecting	to	be	promoted	to	director	in	the	next	six	months.	She’s	called	to	her
boss’s	office	on	a	Monday	morning	and	after	they	chat	about	their	weekends,	the
boss	tells	her	that	her	promotion	will	be	sooner	rather	than	later.	Maya	is	excited,
but	apprehensive	because	she	knows	two	of	her	peers	were	also	hoping	for	this
promotion.	Her	boss	tells	her	that	he	has	great	confidence	in	her	and	will	support
her	as	she	takes	on	the	new	responsibilities,	but	she	is	nervous	about	facing	her
coworkers,	who	may	find	ways	to	undermine	her	work.

			Colleague/friend	resignation—employees,	especially	Millennials,	want	to
have	a	good	friend	at	work,	so	consider	what	can	happen	when	the	best
friend	resigns	or,	even	worse,	is	terminated.

Sierra	and	Kaitlyn	started	work	at	the	bank	on	the	same	day	and	became
instant	friends.	They	eat	lunch	together	almost	every	day	and	share	everything
about	their	personal	lives.	They	work	in	different	departments;	however,	when
the	loan	department	is	facing	a	downsizing	and	Kaitlyn’s	job	is	eliminated,
Sierra	is	devastated.	She	begins	to	question	her	job	at	the	bank	and	to	resent	the
people	in	Kaitlyn’s	old	department	that	survived	the	layoff.

			Loss	of	job	freedom.

Ricardo	and	Dakari	have	been	working	at	a	large	trade	association	where
they	had	a	lot	of	discretion	with	how	they	did	their	jobs	and	when	they	worked.
The	managers	to	whom	they	reported	trusted	them	to	complete	their	work	on
time	and	allowed	them	to	have	a	flexible	schedule	to	suit	their	personal	and
family	needs.	Dakari	now	reports	to	a	new	director	who	has	eliminated	any	flex
time,	and	he	now	has	to	be	at	this	desk	at	8	a.m.	and	can’t	leave	before	5:30	p.m.



time,	and	he	now	has	to	be	at	this	desk	at	8	a.m.	and	can’t	leave	before	5:30	p.m.
Ricardo’s	department	still	allows	flex	time.	Dakari	is	unhappy	and	takes	it	out	on
his	former	coworker	rather	than	going	to	his	manager	to	complain.

			Loss	of	pride	in	the	organization.

Tenisha	has	worked	for	the	Gilbert	Company	for	more	than	10	years	and	one
of	the	reasons	she	joined	them	was	because	of	the	great	work	they	do	in	the
community.	The	company	has	been	a	strong	supporter	of	local	charities	and
she’s	been	able	to	have	some	influence,	which	allowed	her	to	put	forward	some
of	her	favorite	causes.	A	recent	change	in	leadership	has	resulted	in	the	company
cancelling	its	commitment	to	several	important	charities	in	their	small	town.
Tenisha	still	personally	volunteers	at	those	organizations	and	is	embarrassed	that
her	company	has	pulled	its	support.	She	is	no	longer	proud	to	work	for	the
Gilbert	Company	and	has	had	several	difficult	conversations	with	her	boss	about
how	she	feels.	Her	boss	tells	her	not	to	make	waves	at	this	time,	but	to	“ride	it
out”	and	see	if	things	change.	She	now	feels	as	if	her	boss	doesn’t	understand
her	point	of	view	and	they’ve	had	a	difficult	couple	of	weeks.

Any	of	these	changes	we	just	described	can	cause	conflict	within
organizations.	As	organizations	change	(and	we	know	they	will!),	what	steps	can
be	taken	to	mitigate	the	number	and	severity	of	conflicts?	Patrick	Lencioni
writes:

When	team	members	trust	each	another,	when	they	know	that
everyone	on	the	team	is	capable	of	admitting	when	they	don’t	have
the	right	answer,	and	when	they’re	willing	to	acknowledge	when
someone	else’s	idea	is	better	than	theirs,	the	fear	of	conflict	and	the
discomfort	it	entails	is	greatly	diminished.	When	there	is	trust,
conflict	becomes	nothing	but	the	pursuit	of	truth,	an	attempt	to	find
the	best	possible	answer.	It	is	not	only	okay,	but	desirable.	Conflict
without	trust,	however,	is	politics,	an	attempt	to	manipulate	others	in
order	to	win	an	argument	regardless	of	the	truth.5

When	change	occurs	in	any	organization,	managers	must	actively	listen	to
what	is	being	said	about	the	change	and	do	their	best	to	understand	where	the
root	causes	of	the	resistance	to	change	are	coming	from.	This	is	a	time	to	over-
communicate.	Organizations	need	to	use	every	means	of	communication
possible	and	not	overlook	the	rumor	mill.	Leaders	can	use	the	rumor	mill	to
spread	accurate	information	to	counterbalance	the	negative	information	that	will
be	spreading	like	wildfire	in	times	of	change.	During	times	of	change,	there
should	be	frequent	meetings,	e-mail	blasts,	and	tweets	to	keep	employees	aware



should	be	frequent	meetings,	e-mail	blasts,	and	tweets	to	keep	employees	aware
of	what	is	happening	and	why.	Savvy	managers	know	how	to	effectively	use
every	available	communication	method.

During	times	of	change,	it	is	more	important	than	ever	for	managers	to	keep
their	commitments	to	their	employees.	In	other	words,	do	what	you	said	you
would	do!	In	these	periods,	employees	are	especially	tuned	to	what	is	promised
and	what	is	delivered,	so	don’t	let	them	down.	It	is	always	good	management	to
be	honest	with	employees,	but	it	is	even	more	critical	in	times	of	change.

Change	initiatives	can	cause	fears—whether	founded	or	unfounded.
Therefore,	managers	should	respect	the	fears	they	see	manifested	in	their	people
and	take	time	to	listen	to	their	concerns.	There	is	no	way	to	totally	overcome	the
fear	of	change,	but	keeping	people	informed,	treating	them	with	respect,	and
listening	to	them	will	go	a	long	way	toward	getting	you	to	where	you	want	to	be
when	the	change	process	is	completed.

If	some	employees	are	having	a	particularly	difficult	time	adjusting	to	the
changes	in	process,	it	may	be	a	good	idea	to	bring	in	some	change	management
training	and/or	refer	employees	to	your	Employee	Assistance	Program	for	extra
help.

Essential	Tips
			Change	is	inevitable.	It’s	how	you	handle	it	that	matters!
			People	react	differently	to	change.	Some	embrace	it	quickly,	whereas
others	resist	or	hold	back	to	see	how	it	plays	out.

			Changes	can	cause	conflict	in	organizations.
			Over-communicate	during	times	of	change.
			Use	your	good	listening	skills	to	keep	in	touch	with	your	staff.
			Monitor	employees	closely	to	determine	who	might	need	extra	help	with
the	change.



CHAPTER	2
WHY	CAN’T	EVERYONE	BE	LIKE	ME?

Cultural	diversity	and	inclusion	thrives	when	people	with	unique
perspectives	work	together	to	achieve	common	goals.

—Candice	Bernhardt

Diversity	in	the	workplace	really	isn’t	anything	new.	The	workforce	of	the
past	may	have	appeared	homogeneous,	but	diversity	was	present.	During	the
past	several	decades	as	society	has	become	more	mobile	and	workplace
demographics	have	changed,	we’ve	become	more	aware	of	diversity.	Beyond
changing	demographics,	diversity	includes	those	biological,	physical,
environmental,	and	cultural	differences	that	differentiate	us	from	others,	and	that
distinguish	us	as	individuals	or	groups	of	individuals.

Each	of	us	possesses	many	unique	characteristics	that	are	often	described	as
dimensions	of	diversity.	There	are	primary	or	core	dimensions—those
dimensions	that	are	unable	to	be	changed	and	often	visible	to	others.	These	are
characteristics	that	we	can’t	control	and	that	have	a	powerful	and	sustained
impact	throughout	our	lives.	They	include	age,	ethnicity,	gender,
mental/physical	abilities	and	characteristics,	race,	sexual	orientation,	and	gender
identity.

In	addition	to	these	core	dimensions,	there	are	secondary	dimensions—
characteristics	over	which	we	have	control	and	are	able	to	change,	that	are	less
visible	to	others,	and	that	are	more	variable	in	the	degree	of	influence	they	exert
on	our	lives.	They	include:

			Education.
			Geography.
			Socio-economic	status.
			Marital/family/parental	status.
			Military	experience.



			Religious	beliefs.
			Work	experience.
			Work/communication	style.1

Diversity	dimensions	aren’t	the	only	things	that	differentiate	and	shape
individuals.	Also	impacting	our	behavior	are	cultural	dimensions	or	variables.
Culture	is	the	acquired	knowledge	people	use	to	interpret	experiences	and
generate	behavior.	Culture	is	shared	by	almost	all	members	of	social	groups	and
is	something	older	members	of	the	group	pass	on	to	younger	members.	In
addition	to	shaping	behavior,	culture	structures	our	perception	of	the	world—our
attitudes,	beliefs,	and	values.

Management	consultants	Fons	Trompenaars	and	Charles	Hampden-Turner
identified	seven	dimensions	of	culture	after	10	years	of	researching	the
preferences	and	values	of	people	in	different	cultures	around	the	world.	Their
findings	were	detailed	and	published	in	their	book,	Riding	the	Waves	of	Culture.
They	found	that	each	culture	has	its	own	way	of	thinking,	its	own	values	and
beliefs,	and	different	preferences.	What	distinguishes	one	culture	from	the	other
is	where	these	preferences	fall	on	the	continuum	of	each	dimension	that	they
identified:

			Rules	vs.	relationships.
			The	individual	vs.	the	group.
			How	far	people	get	involved.
			How	people	express	emotions.
			How	people	view	status.
			How	people	manage	time.
			How	people	relate	to	their	environment.

	Appendix:	Seven	Dimensions	of	Culture
Whereas	Trompenaars	and	Hampden-Turner’s	research	focused	on	cultures

within	countries	or	national	groups,	culture	extends	to	other	social	groups.	Think
of	the	social	groups	to	which	an	individual	may	belong	such	as	a	religious	group,
a	professional	group,	the	organization	where	he/she	works,	the	department	or
team	within	the	organization,	and	a	book	club	or	a	group	associated	with	a
hobby,	to	name	a	few.	The	most	basic	social	group	of	all	is	the	family,	and
families	come	in	all	shapes	and	sizes.	Each	of	these	groups	has	its	own	distinct
culture	and	variables	within	that	culture.	Beyond	the	dimensions	identified	by
Trompenaars	and	Hampden-Turner,	there	are	other	variables	that	run	along	a



continuum	that	may	be	observed	within	a	particular	culture	or	social	group.
These	can	include,	but	aren’t	necessarily	limited	to:

			Problem-solving	style	(linear/logical	vs.	lateral/intuitive).
			Communication	style	(direct	vs.	indirect).
			Extrovert	vs.	introvert.
			Approach	to	change	(change	oriented	vs.	tradition	oriented).
			Approach	to	conflict	resolution	(confrontation	vs.	harmony).

	Chapter	8:	What’s	Your	Type?
Consider	some	of	the	following	diversity	dilemmas	that	can	occur	in	the

workplace:
It	was	frustrating	for	Gloria	whenever	she	had	to	have	a	conversation	with

Veena,	an	associate	on	her	team.	Veena	always	looked	down	at	her	shoes	and
never	looked	Gloria	in	the	eye.	Gloria	would	wonder	if	Veena	was	engaged	in
the	discussion	and	understood	what	she	was	saying.	Worse,	she	was	wondering
if	Veena	was	hiding	problems	about	the	assignment	from	her.	What	Gloria
didn’t	understand	was	that	Veena	came	from	a	culture	that	believed	that	less	eye
contact	is	more	respectful.	Because	Gloria	was	the	team	leader,	Veena	was
merely	showing	her	respect.

Kate	and	Jack	are	part	of	a	team	that	develops	products	for	clients.	Kate	is	an
engineer	on	the	design	side	of	the	team	and	product	excellence	surpasses	all
other	considerations.	Jack,	on	the	other	hand,	is	part	of	the	sales	team	and	is
always	eager	to	close	the	deal.	Relationships	surpass	all	other	considerations	and
he’s	out	to	please.	He’ll	promise	the	customer	that	the	company	can	make	any
design	change	requested	and	then	advise	Kate	what	has	to	be	done.	The	two
often	end	up	having	heated	discussions!

Sarah,	a	fairly	recent	college	graduate,	feels	as	if	she	is	expected	to	carry	the
workload	for	her	department—two	coworkers	and	the	manager.	Her	two
coworkers,	both	of	whom	are	parents	of	small	children,	frequently	take	personal
days	and	leave	early	because	of	family	obligations.	When	she	recently	asked	to
leave	early	to	attend	to	something,	her	manager	denied	the	request	saying	that
the	project	needed	to	be	finished	that	night	and	she	was	the	only	one	who	could
stay	late.	Sarah	had	promised	her	cousin	that	she’d	look	in	on	her	85-year-old
mother,	Sarah’s	aunt,	while	her	cousin	was	out	of	town	on	a	business	trip.	The
manager	assumed	Sarah	had	no	family	obligations	because	she	was	single.	Sarah
is	now	beginning	to	resent	her	coworkers.

An	organization	recently	changed	to	a	business-casual	dress	code,	a	change



that	was	embraced	by	most	of	the	staff.	Jorge	overhead	this	remark	in	the
hallway	about	his	team	members:	“They	are	so	arrogant.	They	think	they’re
superior	to	the	rest	of	us	with	the	way	they	walk	around	in	their	suits	all	the
time.”	What	the	critic	didn’t	realize	was	that	members	of	Jorge’s	team	were
often	called	to	unscheduled,	external	meetings	where	business	attire	was
expected.

Barry,	a	finance	director,	was	listening	intently	as	Michaela	was	talking
about	her	company’s	experiences	moving	to	a	shared	services	model	where	each
division	would	receive	support	services	from	a	centralized	department,	rather
than	have	separate	HR	or	accounting	departments	in	each	division.	When	she
started	talking	about	the	cost	savings	achieved,	Barry’s	face	lit	up.	Michaela,
who	spent	her	career	in	HR	and	organizational	development,	saw	his	expression
and	immediately	said,	“But	I’m	very	worried	about	the	people	in	our	shared
services	unit.	We’ve	cut	staff	to	the	minimum	and	expect	much	more	work	from
them.	I’m	concerned	that	they	are	going	to	burn	out.”	Barry	began	to	object
when	Michaela	reminded	him	that	there	are	costs	associated	with	burnout,
starting	with	turnover.	Barry	was	looking	solely	at	the	metrics	and	the	costs.
Michaela	understood	those	issues,	but	was	also	concerned	with	the	people	side
of	the	business.

Differences	Matter
Although	diversity	may	have	always	existed	in	the	work	force,	its	nature	and

extent	continue	to	change	dramatically.	The	U.S.	Bureau	of	Labor	Statistics
reports	statistics	about	the	U.S.	labor	force	that	includes	demographic
characteristics	from	the	Current	Population	Survey	(CPS).	The	statistics	provide
information	regarding	gender,	race	and	ethnicity,	disability,	education
attainment,	family	and	marital	status,	foreign-born	workers,	veterans,	age,	and
older	workers.2

Generational	differences	are	a	big	force	in	today’s	workplace.	We	will	soon
have	five	generations	in	the	U.S.	workforce:	Traditionalists,	Baby	Boomers,
Generation	Xers,	Millennials,	and	now	the	Internet	generation,	who	are	on	the
cusp	of	making	their	entry.	Each	generation	brings	its	own	experiences	and
points	of	reference,	leaving	many	to	wonder:

			Do	employees	understand	how	work	is	done	differently	in	different
generations?

			Do	employees	understand	customer	needs,	interaction,	and	work	styles
from	different	generations?3



A	retirement-eligible	veteran	teacher	explains	to	an	Education	Week
writer	why	she	is	still	on	the	job	with	no	intentions	of	retiring	by
describing	her	assets	as	a	teacher	leader:	“I	teach	alongside	colleagues
who	are	younger	than	my	own	children….	They	have	energy	and
technology	skills	that	I	do	not,	but	I	have	pedagogical	skill	and
experience	that	I	can	share	and	that	they	want.	I	am	a	trusted	sounding
board	and	a	source	of	institutional	knowledge	to	my	younger	principal.
…”4

Each	of	us	sees	and	experiences	the	world	differently.	We	and	a	coworker
are	often	presented	with	the	same	information.	We	take	in	that	information—
what	we	see	and	hear—and	process	it.	We	are	going	to	notice	certain	things
about	the	information	and	our	coworker	is	going	to	notice	different	things	about
the	same	information.	We	each	pay	attention	to	different	things.

After	we’ve	processed	the	information,	we	interpret	it,	give	it	meaning,	and
draw	conclusions.	However,	our	coworkers	interpret	the	same	information
differently	using	their	experiences,	values,	individual	diversity,	and	cultures,	and
potentially	draw	a	different	conclusion.	We	each	give	the	same	information
context	by	drawing	on	our	own	past	experiences.	As	information	is	processed
and	interpreted,	it	can	be	given	a	different	meaning	by	different	people	leading
to	different	conclusions	being	drawn.5	Different	stories	will	emerge.

Avoid	this	pitfall:	Language	is	not	universal.	Different	words	and
phrases	can	have	different	meanings	to	different	people.	Clarify	and
check	for	understanding.

Stereotypes,	Socialization,	and	Assumptions
A	stereotype	is	an	over-generalized	belief	that	is	affixed	to	all	members	of

some	identifiable	group	(think	dimensions	of	diversity	and	culture).	A	stereotype
is	biased	material	that	may	have	been	the	basis	of	our	socially	constructed	reality
—our	truth.	In	the	worst	case,	when	we	are	unaware	of	our	biases,	stereotypes
can	be	fixed	and	inflexible	notions	about	a	group	that	blocks	our	ability	to	think
about	people	as	individuals.	Many	of	these	generalizations	are	based	on
misconceptions	and	errors	in	judgment	and	they	are	often	disrespectful.
Nevertheless,	stereotypes	and	biases	remain	a	constant	part	of	our	everyday
thinking.	Consider	a	time	when	someone	made	an	assumption	about	you	based
solely	on	one	of	your	dimensions	of	diversity.	Then	think	about	how	it	made	you



solely	on	one	of	your	dimensions	of	diversity.	Then	think	about	how	it	made	you
feel!

We	develop	stereotypes	through	socialization—the	process	through	which
we	learn	how	to	act	according	to	the	rules	and	expectations	of	a	particular
culture.	Keep	in	mind	that	we	are	each	part	of	many	different	cultures	or	social
groups.

Socialization	is	the	way	we	learn	to	perceive	our	world:	how	to	interact	with
others,	how	to	act	in	certain	circumstances,	and	what	our	culture	or	social	group
defines	as	good	and	bad,	right	and	wrong.	Socialization	allows	a	group	to	create
members	whose	behaviors,	desires,	and	goals	correspond	to	those	considered
appropriate	and	desirable	by	the	group.	For	example,	physicians	take	the
Hippocratic	Oath	to	do	no	harm.	That	oath	forms	the	basis	of	their	behaviors	in
the	medical	profession.	Through	socialization,	the	needs	of	the	group	become
the	needs	of	the	individual.

The	bottom	line	is	that	when	stereotypes	form	the	basis	of	our	belief	system,
they	lead	us	to	assumptions	that	get	in	the	way	of	our	ability	to	lessen	tension,
address	conflict,	and	solve	problems.

Research	by	a	leader	in	the	field	of	hidden	bias	shows	that	the	human
brain	is	wired	to	make	lightning-quick	decisions	that	draw	on	one’s
assumptions	and	experiences,	but	that	may	also	be	based	on	misguided
generalizations.6

Rachel	and	Alex	are	project	managers.	Monica,	a	new	associate,	has	been
assigned	to	work	with	both	of	them.	When	it’s	time	for	performance	appraisals,
both	Rachel	and	Alex	are	asked	to	provide	input	to	their	director	about	Monica’s
performance.	They	are	on	opposite	ends	of	the	spectrum	in	their	thinking.	One
example	is	that	Rachel	gives	Monica	very	high	ratings	for	her	organizational
skills	whereas	Alex	rates	her	much	lower.	Rachel	protests	and	provides	an
example	of	Monica’s	work	product,	which	has	summarized	and	arranged	data	in
charts	and	graphs.	Alex	replies	that	he	always	has	to	request	that	things	be	done
over	because	the	material	Monica	produces	for	him	is	never	clear.	On	further
probing,	their	director	learns	that	the	difference	lies	not	in	Monica’s	work,	but	in
Rachel’s	and	Alex’s	approaches.	Rachel	has	taken	the	time	to	show	interest	in
Monica	and	explains	the	nature	and	scope	of	the	project	as	well	as	the	work
product	she	expects	from	each	assignment.	Alex,	on	the	other	hand,	believes	that
Monica	should	take	the	initiative	to	learn	about	the	project	on	her	own,	just	as	he



did,	and	merely	leaves	her	written	instructions	via	e-mail.
One	of	the	reasons	Rachel	and	Alex	have	a	different	story	to	tell	about

Monica	is	that	they	have	vastly	different	backgrounds.	Rachel	was	raised	in	a
supportive,	nurturing	family	whereas	Alex’s	parents	were	distant	and	aloof.
Their	individual	backgrounds	have	shaped	their	work	style	and	influence	their
perspectives	of	Monica’s	performance.

Different	perspectives	and	interpretations	are	normal	and	not	necessarily
good	or	bad.	Problems	and	conflicts	arise	when	we	become	blind	to	things
outside	our	prism	and	experiences.	If	we	believe	our	view	is	right	and	all	others
are	flawed,	we	become	blind	to	opportunities	and	possibilities.7

Rachel	and	Alex	will	continue	to	have	a	difficult	time	agreeing	about
Monica’s	performance	until	they	recognize	the	noise	that’s	hindering	their
communication—noise	or	barriers	that	are	hindering	the	receiver	(let’s	say	Alex)
from	getting	the	message	that	the	sender	(Rachel)	intended,	and	the	reverse.	This
noise	includes	the	dimensions	of	diversity	and	culture	discussed	earlier.	Rachel
and	Alex	have	to	recognize	the	barriers	as	a	cause	of	their	communication
problem	and	work	to	overcome	it.8	They	have	to	get	rid	of	the	noise	by
identifying	the	lenses	and	filters	that	distort	the	message.

	Appendix:	Barriers	to	Communication

Beyond	Two	Stories
In	order	for	Rachel	and	Alex	to	move	forward,	they	each	must	get	past	the

belief	that	their	view	is	right	and	that	the	other	is	wrong.	Getting	past	that	belief
is	a	process	for	everyone,	a	process	that	will	take	some	time,	understanding,	and
patience.

Do	not	believe	in	anything	simply	because	you	have	heard	it.	Do	not
believe	in	anything	simply	because	it	is	spoken	and	rumored	by	many.
Do	not	believe	in	anything	simply	because	it	is	found	written	in	your
religious	books.	Do	not	believe	in	anything	merely	on	the	authority	of
your	teachers	and	elders.	Do	not	believe	in	traditions	merely	because
they	have	been	handed	down	for	many	generations.	But	after
observations	and	analysis,	when	you	find	that	anything	agrees	with
reason	and	is	conducive	to	the	good	and	benefit	of	one	and	all,	then
accept	it	and	live	up	to	it.

—Buddha



—Buddha

First,	each	person	needs	to	understand	how	their	individual	story	was	shaped,
and	recognize	that	their	past	experiences	led	them	to	develop	implicit	rules	by
which	they	live	their	lives	and	construct	their	truths	or	beliefs	about	the	world
around	them—in	other	words,	how	they	were	socialized.	For	example,	Rachel,
who	was	raised	in	the	nurturing	environment,	believes	that	everyone	should	take
an	interest	in	and	help	to	develop	new	associates.	Alex	believes	that	people
should	show	independence	and	take	initiative,	and	that	they	are	responsible	for
their	own	development.	Both	people	need	to	examine	their	own	pasts,	their
implicit	rules,	and	their	own	beliefs.

In	examining	your	individual	story,	it’s	important	to	recognize	that	some	or
many	parts	of	your	own	knowledge	base	may	have	faulty	data—data	that	you
may	have	been	given	throughout	your	life.	It’s	helpful	to	ask	yourself:

			Where	did	I	learn	that?
			Was	the	source	credible?
			Have	I	been	exposed	to	different	perspectives?
			Am	I	wrong?
			Am	I	willing	to	step	out	of	my	comfort	zone	and	grow?9

Understanding	your	own	story	prepares	you	for	the	next	step:	understanding
the	other	person’s	story.	This	takes	some	courage	because	it	involves	having	a
crucial	conversation	with	the	other	person,	the	type	of	conversation	that	is	often
difficult.	As	unpleasant	as	these	conversations	are,	they	are	necessary	to	bridge
the	gap	between	what	we	think	we	know	and	what	we	actually	know,	the	gap
between	where	we	are	on	the	continuum	of	any	of	the	cultural	variables
discussed	earlier	and	where	the	other	person	is.	We	have	to	be	willing	to	develop
the	skills	that	will	allow	us	to	temporarily	suspend	our	beliefs	and	worldviews	in
order	to	entertain	the	beliefs	and	worldviews	of	others	in	a	non-judgmental
manner.	We	have	to	be	willing	to	accept	that	our	socially	constructed	reality—
our	truth—may	not	be	the	only	truth	and,	in	fact,	it	may	be	wrong.10

	Chapter	4:	What’s	the	Problem?
	Chapter	5:	Listen	Up!

The	goal	of	having	these	conversations	is	to	learn	more	about	the	other
person	so	you	have	an	opportunity	to	stand	in	their	shoes.	If	Rachel	could
pretend	for	a	moment	that	she	were	Alex,	tried	on	his	point	of	view	and	felt
about	Monica’s	performance	the	way	he	felt,	it	could	bring	her	to	a	different



about	Monica’s	performance	the	way	he	felt,	it	could	bring	her	to	a	different
level	of	understanding.	Consider	the	experiences,	realities	(your	truths),	and
background	that	you	are	bringing	to	the	issue	and	contemplate	what	information
you’re	missing	about	the	other	person.	Ask	the	other	person:

			Can	you	say	a	little	more	about	how	you	see	things?
			What	information	might	you	have	that	I	don’t?
			How	do	you	see	it	differently?
			Can	you	say	a	little	more	about	why	this	is	important	to	you?
			How	are	you	feeling	about	this	situation?11

Respectful	Curiosity
Respect	is	critical	in	all	human	interactions.	Respect	is	dignity—giving

positive	attention	to	another	person,	listening	to	them,	and	acknowledging	them
whether	you	agree	or	disagree	with	their	opinions	or	points	of	view.	Respect	is
giving	value	to	the	other	person	as	a	human	being,	just	as	you	would	like	them	to
give	value	to	you.	Respect	provides	the	opportunity	to	look	again	with	attention
—to	recognize	the	person,	not	just	the	different	opinion.	When	we	respect	the
other	person,	we	look	past	the	differences	that	may	have	kept	us	from	fully
seeing	and	understanding	them.	We	look	past	the	barriers	and	noise	and	give	the
other	person	the	chance	to	be	seen	and	to	be	heard.12

As	you	become	curious,	don’t	forget	that	people	communicate	differently.
Some	people	have	a	direct	style	of	communication,	whereas	others	have	a
roundabout	way	of	sharing	information.	An	extrovert	may	be	more	open	and
forthcoming	about	her	background	and	personal	life	than	an	introvert.	However,
another	extrovert	may	wish	to	separate	work	from	her	personal	life,	not	realizing
how	relationships	impact	work	objectives.	An	introvert,	on	the	other	hand,	may
overlap	between	work	and	personal	life	because	he	believes	that	good
relationships	are	necessary	for	all	aspects	of	his	life.	These	differences	contribute
to	the	difficulty	of	critical	conversations.

One	way	to	begin	these	conversations	is	to	share	something	about	yourself.
You	expose	some	of	your	own	vulnerability	by	doing	so	and	lay	a	foundation	for
asking	questions.	Rachel	might	start	a	conversation	with	Alex	talking	about	her
family—describing	family	gatherings	and	explaining	how	close	her	immediate
(parents	and	siblings)	and	extended	family	(aunts,	uncles,	cousins)	were	to	each
other,	and	how	they	could	count	on	each	other	in	times	of	need.	Even	if	Alex
doesn’t	offer	information,	it	might	be	easier	for	her	to	ask	him	some	questions
now	that	she’s	shared	information.	She	might	learn	that	he	was	an	only	child	and



that	he	was	raised	in	a	geographic	area	away	from	any	relatives	or	that	his	family
relocated	often.	This	information	could	help	both	of	them	understand	their	own
and	the	other’s	work	style	and	reframe	their	conversations	about	Monica’s
performance.

Personal	Initiatives
Fortunately,	not	everybody	in	the	workplace	is	the	same.	How	boring	that

would	be!	The	variety	of	differences	that	exist	in	today’s	workforce	present
opportunities	and	challenges	for	everyone:	employees,	managers,	and	HR
professionals.	There	are	steps	everyone	can	take	to	learn	to	appreciate	and
respect	everyone	with	whom	they	work:

			Be	authentic	and	find	ways	of	communicating	that	allows	yourself	to	be
known	and	get	to	know	others.

			Model	behavior	that	includes	respect	for	others,	their	opinions,	interests,
perceptions,	values,	experiences,	and	culture.

			Address	differences	and	misunderstandings	with	a	commitment	to	learning
and	resolving	disagreements	in	a	respectful	and	timely	way.

			Communicate	clearly,	directly,	and	honestly.
			Encourage	others	to	share	their	thoughts	and	experiences,	and	accept	their
frame	of	reference.

			Be	willing	to	confront	errors	in	judgment	when	you’ve	relied	on
stereotypical	thinking.

	Appendix:	Diversity	Self-Assessment	Planner

Essential	Tips
			Diversity	in	today’s	workforce	is	multi-dimensional	and	complex.
			Our	individual	diversity	makes	us	unique	and	influences	how	we	see	the
world	and	interpret	information.

			Successful	problem	solving	requires	everyone	to	look	past	their	biases	and
stand	in	the	other	person’s	shoes	to	see	the	issue	from	their	perspective.

			Challenge	your	assumptions.
			Respectful	curiosity	and	regular	dialogue	can	lead	to	recognizing,
respecting,	and	reconciling	differences.



CHAPTER	3
WHAT’S	HAPPENED	TO	TEAM	SPIRIT?

Teamwork	is	the	ability	to	work	together	toward	a	common	vision,	the	ability
to	direct	individual	accomplishment	toward	organizational	objectives.	It	is	the
fuel	that	allows	common	people	to	attain	uncommon	results.

—Andrew	Carnegie

We	all	pretty	much	know	what	a	team	is.	We	learned	about	teams	early	on	in
school	or	in	the	context	of	a	sport.	In	fact,	we	talk	more	about	teams	in	a	sports
context	than	in	any	other.	But,	according	to	Patrick	Lencioni	in	The	Advantage,
“Teamwork	is	not	a	virtue.	It	is	a	choice—and	a	strategic	one.”1

Now	more	than	ever,	work	in	the	knowledge	economy	is	frequently	done	by
teams.	The	big	difference	between	a	work	team	and	a	sports	team	is	at	work,	the
team	doesn’t	come	together	to	try	to	beat	an	opponent—a	team	comes	together
to	cooperate,	pool	their	talents,	and	accomplish	a	particular	set	of	tasks	or
responsibilities.	In	other	words,	teams	have	to	work	together	to	get	the	job	done.
And,	because	teams	are	made	up	of	people,	they	can	have	conflict!

Most	of	us	have	been	raised	to	be	independent.	We	are	well	conditioned	to
be	individualists—someone	who	can	stand	alone	without	a	lot	of	support.
Schools	reward	students	for	individual	achievements	and	we	learn	early	that,	to
get	the	best	grades	or	to	get	into	the	best	universities,	we	have	to	work	hard	and
compete	against	other	students	for	what	we	want.	This	continues	into	the
workplace	when	we	compete	with	other	applicants	for	the	jobs	we	want.

Now,	at	work,	we’re	being	told	we	have	to	be	on	a	team.	For	some	of	us,	this
comes	as	a	real	shock.	For	example,	until	fairly	recently,	most	young	girls	and
women	didn’t	play	competitive	sports,	so	they	didn’t	have	the	team	experience	a
lot	of	boys	and	men	have.	This	can	be	a	difficult	transition	when	we	have	to
think	about	the	entire	team	and	what	part	we	play	in	the	success	of	the	task	the
team	is	undertaking.	No	longer	are	we	competing	with	our	peers;	we	are
cooperating,	and	this	can	be	a	difficult	transition	to	make	and	potentially	cause



cooperating,	and	this	can	be	a	difficult	transition	to	make	and	potentially	cause
conflicts	in	the	workplace.

There	are	several	different	reasons	we	come	together	to	work	on	a	team.	It
might	be	to	design	a	new	product	or	a	new	service.	It	could	be	to	solve	a
problem	or	it	just	might	be	to	produce	a	product.	Whatever	the	reason,	working
in	teams	can	be	a	challenge	for	any	organization,	and	it	is	important	to	take
deliberate	action	to	identify	and	remove	barriers	to	effective	teamwork.

	Appendix:	Examples	of	Team	Conflicts
As	we	discussed	in	Chapter	1,	some	people	don’t	like	things	to	change.	They

are	pleased	with	the	way	things	are	and	see	no	reason	to	do	things	differently.
Some	of	these	people	may	resent	having	to	work	on	a	team,	whereas	others	may
give	the	impression	they	like	working	on	a	team,	but	hold	back	from	actively
supporting	it.	Some	team	members	may	hold	unrealistic	expectations	about	the
success	of	the	team	and	when	things	don’t	go	well	(and	there	always	will	be
times	when	things	don’t	go	well!),	they	may	become	dissatisfied	and	push	back
on	the	team	thus	causing	conflict.

The	Jones	Company	just	signed	an	important	new	client.	The	CEO	decided
to	form	teams	to	develop	strategies	for	working	with	the	new	business.	He
decided	to	not	have	each	department	work	on	just	a	specific	part	of	the	business;
rather,	he	wanted	to	have	cross-functional	teams	made	up	of	people	from	each
department.	He	didn’t	put	a	whole	lot	of	thought	into	who	should	be	on	which
team;	he	simply	directed	each	of	his	vice	presidents	to	pick	a	team	and	get
started.	He	approached	the	team	concept	like	it	was	a	playground	game.

As	the	teams	began	to	meet,	it	was	clear	they	weren’t	sure	what	their	role
was	or	what	they	were	to	accomplish,	so	they	just	stopped	meeting	and	went
back	to	their	normal	jobs.	The	VPs	weren’t	sure	what	their	role	was	either,	so
they	weren’t	able	to	provide	the	necessary	direction.	No	one	had	the	courage	to
go	to	the	CEO	for	guidance	and	the	new	client	work	was	less	than	productive.

In	order	to	be	successful,	teams	need	a	clear	direction	in	which	to	head;	they
need	to	have	a	focus,	a	purpose,	and	to	know	what	is	expected	of	them.	Unclear
expectations	can	derail	even	the	strongest	team	and	cause	conflicts	to	occur.	If	a
team	has	a	clear	vision	of	what	they	are	expected	to	accomplish	and	they	take
the	time	to	develop	how	they	will	work	together,	conflicts	can	be	held	to	a
minimum.	But	remember:	Teams	are	made	up	of	people,	and	where	there	are
people,	the	potential	for	conflict	exists!

	Chapter	6:	You	Want	Me	to	Do	What?
Setting	goals	for	the	team—whether	it	be	for	a	project,	a	product,	or	any



Setting	goals	for	the	team—whether	it	be	for	a	project,	a	product,	or	any
other	purpose—can	make	a	huge	difference	in	the	team’s	ability	to	accomplish
their	mission	with	as	little	conflict	as	possible.	Use	the	SMART	goal	formula	to
help	you	craft	team	goals	that	will	drive	the	team	to	success.

SMART	Goals
S=Specific—a	goal	needs	to	be	well	defined	and	focused.	Think	about	“who,

what,	why”	and	it	will	help	you	to	be	specific.
M=Measureable—how	will	you	determine	success	for	this	goal?	What

measures	do	you	need	either	short-term	or	long-term	to	measure	success?
Remember:	“What	gets	measured	gets	done.”

A=Achievable—nothing	is	more	de-motivating	than	having	a	goal	that	is	out
of	reach.	Be	sure	the	goal	is	achievable,	but	also	a	stretch.	You	want	it	to	be	a
challenge,	but	not	impossible.

R=Relevant—a	goal	should	be	linked	to	your	organization’s	or	team’s
current	work	or	project.

T=Time-bound—a	goal	should	have	a	date	or	time	attached	to	it	to	ensure
completion.

After	the	team	gains	clarity	on	their	goals	and	objectives,	it	is	critical	that
they	come	together	to	determine	how	they	will	work	together.	How	often	will
they	meet?	Who	will	take	notes?	Who	will	chair	the	meetings?	Where	will
reports	be	sent	and	when?	These	questions,	and	many	others,	need	to	be
answered	before	a	team	can	be	effective.

Cynthia	is	always	late	for	every	team	meeting.	During	the	meetings,	Juan
whispers	to	his	colleague.	Larry	spends	all	of	his	time	on	his	phone	responding
to	e-mails,	while	Leonard	angles	his	chair	so	that	his	back	is	to	most	of	the	other
team	members.	Lavinia	leaves	the	meeting	and	shares	whatever	was	discussed
with	her	best	friend	at	work.

Setting	group	norms	is	one	way	to	minimize	conflict	when	working	in	teams.
Take	the	time	at	the	beginning	to	set	the	“team	norms”—how	we	are	going	to
work	together.	The	time	invested	in	setting	norms	can	pay	off	down	the	road	and
help	the	team	be	more	collaborative	and	more	effective.

The	best	way	to	set	the	team	norms	is	to	have	a	facilitator	work	with	the
team	and	come	to	consensus.	Here	is	an	example	of	team	norms:

			Team	members—we	value	differences	and	honor	each	member	of	the
team	for	what	he/she	brings	to	the	team.	We	create	opportunities	for	each
team	member	to	learn	and	grow.	We	demonstrate	flexibility.	We	share



team	norms	with	new	team	members.
			Deadlines—each	team	member	agrees	to	make	every	effort	to	meet
assigned	deadlines	and,	if	not	possible,	let	the	other	team	members	know
at	least	48	hours	in	advance	of	the	deadline	that	an	extension	is	required.

			Meetings—we	will	rotate	facilitation	responsibilities	in	alphabetical	order.
The	facilitator	is	responsible	for	collecting	items	for	the	agenda,	preparing
the	agenda,	distributing	the	agenda	24	hours	in	advance	of	the	meeting,
and	keeping	the	discussions	on	target	during	the	meeting.	Meetings	will
start	and	end	on	time.	All	electronic	devices	will	be	turned	off	unless
being	used	by	a	record	keeper	to	take	notes	or	by	participants	to	follow	the
agenda.	Unless	there	is	an	emergency	situation	(fire,	natural	disaster,
illness),	no	one	will	leave	a	meeting	until	it	is	over.

			Record	keeping—each	meeting	or	update	session	will	have	a	record
keeper	to	take	notes.	Notes	will	be	shared	with	other	team	members	within
48	hours	of	the	meeting.

			Confidentiality—all	team	activities	will	be	held	in	confidence	unless
approval	is	given	by	the	team	leader.

			Decision-making—decisions	will	be	made	by	consensus.	When	there	is	no
consensus,	the	team	can	request	a	member	of	the	Leadership	Team	to
mediate	until	consensus	is	reached.

			Participation—all	team	members	commit	to	being	active	in	every	way
while	a	member	of	this	team.	This	includes	attending	meetings	and
actively	participating	in	discussions,	completing	assignments	on	time,	and
supporting	other	team	members	inside	and	outside	meetings	and	projects.

			Roles—team	leaders	will	be	selected	based	on	area	of	expertise	and
rotated	based	on	project.	Record	keepers	and	facilitators	will	rotate	in
alphabetical	order.

			Conflict	resolution	process—when	we	have	different	opinions	on	project
issues,	we	will	call	a	special	session	to	listen	to	all	points	of	view	and
work	to	understand	each	other’s	perspective	before	resolving	the	issues.	If
outside	help	is	needed,	we	will	request	it.

			Accountability—each	team	member	is	fully	accountable	for	all	decisions
made.

			Mutual	respect—each	team	member	agrees	to	respect	the	opinions	and
ideas	of	others.	We	will	structure	meetings	to	allow	for	each	team	member
to	have	a	voice	equally.



Today’s	workplace	is	made	up	of	people	from	all	parts	of	the	world	with	a
variety	of	perspectives	and	work	experiences.	As	reported	in	Diverse	Teams	at
Work:

Whether	the	numerous	diversities	your	team	reflects	center	on
distinctions	such	as	work	experience	and	position	in	the	organization,
cultural	dissimilarities	involving	language	and	ethnicity,	or	some	of
the	less	changeable	diversities	such	as	age	and	race,	one	thing	is	clear.
The	way	these	differences	are	managed	within	the	group	will	have
tremendous	consequences	on	how	the	team	functions,	and,	ultimately,
on	how	faithful	it	is	to	the	accomplishment	of	its	performance
objectives.2

	Chapter	2:	Why	Can’t	Everyone	Be	Like	Me?
Although	diverse	teams	may	seem	like	something	new	in	organizations,	they

really	aren’t.	But	it	makes	sense	to	consider	the	importance	of	having	a	diverse
team	and	to	work	to	minimize	potential	conflicts	on	the	team	that	may	result
from	people	coming	from	differing	perspectives.	Working	with	diversity	on
teams	is	a	great	place	to	reinforce	one	of	the	principles	Stephen	Covey	laid	out
in	The	Seven	Habits	of	Highly	Effective	People:	“Seek	first	to	understand—then
to	be	understood.”3

As	described	in	Diverse	Teams	at	Work,	“Diversity	Variables	that
Impact	Team	Functioning”	include:

			“A	teammate	nods	and	says	he	understands,	and	then	proceeds
incorrectly.

			A	coworker	talks	on	and	on,	never	getting	to	the	point.
			A	team	member	won’t	tell	you	when	there	is	a	problem.
			Some	group	members	never	speak	out	in	meetings	to	make
suggestions,	yet	you	know	they	have	some	good	ideas.

			A	colleague	pretends	everything	is	fine,	when	you	know	she’s
upset.

			One	member	of	the	group	comes	unglued	when	meetings	don’t	start
on	time.”4



How	inclusive	is	your	team?

			Does	your	team	value	each	member	for	what	he/she	brings	to	it?
			Do	you	foster	open	communication	where	every	team	member’s
voice	is	heard?

			Do	you	seek	out	opinions	from	everyone	on	the	team	rather	than
listening	only	to	a	few?

			Do	you	treat	each	other	with	respect	and	dignity?
			Do	you	find	ways	to	celebrate	your	differences?
			Do	team	members	mentor	others	in	inclusive	behaviors	to	build
team	competency?

			Do	you	provide	resources	to	your	team	members	on	what
inclusiveness	means?

When	issues	come	up	on	a	team,	it	is	important	to	try	to	diagnose	whether
the	issue	is	due	to	a	personality	conflict	or	a	communication	breakdown	that
might	be	a	result	of	some	team	members	not	understanding	jargon	or	American
slang	or	idioms.

When	working	in	a	team	environment,	it	is	critical	to	watch	out	for	people
who	cause	conflict,	including:

			A	team	member	reacts	negatively	if	asked	a	question	or	to	clarify	a	point.
			A	team	member	loves	to	argue	each	point	made;	he/she	is	the	“devil’s
advocate”	on	your	team.

			A	team	member	who	loves	to	tell	the	leader	or	anyone	how	to	do	it	better.
			A	team	member	who	just	has	to	solve	everyone	else’s	problems.

In	order	for	ideas	to	be	presented	and	heard	by	the	team,	when	team
members	are	presenting	ideas	to	each	other,	it	is	important	that	they:

			Maintain	eye	contact.
			Speak	clearly	in	a	loud	enough	voice	to	be	heard	and	vary	the	pitch.
			Are	sincere.
			Are	energetic	and	engaging.
			Use	animation	such	as	gestures.
			Are	positive	and	use	positive	language.
			Keep	remarks	brief	but	complete.



			End	with	a	call	to	action	and	outline	the	next	steps.

The	brainstorming	process:

			Decide	on	how	long	you	have.
			Set	the	ground	rules	such	as:

			There	is	no	bad	idea—just	get	ideas	flowing.
			Everyone	must	participate.
			You	will	get	all	ideas	out	before	discussing	them.
			Consider	using	flip	charts	around	the	room	for	each	person	to
record	his/her	ideas.

			Anyone	can	piggyback	on	someone	else’s	ideas.

When	you	have	your	ideas,	clarify,	eliminate,	consolidate,	look	for
themes,	evaluate,	vote	on	the	best,	and	move	forward.	Determine	who
will	be	the	leader	and	who	will	be	on	which	team	and	when	the	team
will	report	back.

	Chapter	7:	Don’t	Draw	a	Line	in	the	Sand!
Whenever	you	ask	people	to	work	in	teams,	you	are	looking	for	them	to

come	together	to	work	on	projects	or	issues	that	need	resolving.	When	people
work	together	in	teams,	you	want	to	have	conflict.	Yes,	that’s	what	I	said—you
want	conflict!	You	really	don’t	want	people	thinking	the	same	way,	or	agreeing
just	to	agree,	or	to	make	someone	else	happy.	As	your	team	comes	together	to
work	on	whatever	their	task,	you	really	do	want	them	to	bring	up	different	points
of	view	and	that	may	result	in	conflict.	And	that	is	a	good	thing	because	conflicts
can	spark	innovation,	provide	a	better	solution,	and	make	your	team	even
stronger	as	you	work	through	the	conflict.	Conflict	can	be	positive	for	teams.
Fear	of	conflict	can	derail	a	team.	Good	conflict	can	be	about	ideas,	where
people	trust	each	other	and	where	people	know	they	can’t	have	all	the	answers.

Team	conflicts	can	happen	over	different	approaches	to	the	same	issue	or
from	personality	conflicts	or	turf	struggles.	Trust	allows	conflict	to	be	positive.
You	can	work	through	the	conflict	to	get	to	the	best	answer	if	there	is	trust.	Very
few	people	are	unable	to	support	a	coworker	just	because	they	had	a	different
idea.

In	order	for	teams	to	work	well	together	and	to	minimize	conflict,	there	has



In	order	for	teams	to	work	well	together	and	to	minimize	conflict,	there	has
to	be	trust	among	the	members	of	the	team.	Teams	thrive	on	mutual	trust,	so	it	is
critical	that	trust	be	established	as	early	as	possible	in	the	team’s	lifecycle.	This
sounds	like	a	given,	right?	It’s	easy	to	say	and	sometimes	not	easy	to	do,	but
here	are	some	ways	to	establish	trust	as	soon	as	possible.

Talk	about	it	in	the	first	team	meeting.	By	bringing	the	trust	issue	out	in	the
open,	you	have	a	better	chance	of	making	it	happen.	“When	there	is	trust,
conflict	becomes	nothing	but	the	pursuit	of	truth,	an	attempt	to	find	the	best
possible	answer.”5

Pat	Lencioni	in	The	Advantage	says,	“The	kind	of	trust	that	is	necessary	to
build	a	great	team	is	what	I	call	vulnerability-based	trust.	This	is	what	happens
when	members	get	to	a	point	where	they	are	completely	comfortable	being
transparent,	honest,	and	naked	with	one	another,	where	they	say	and	genuinely
mean	things	like	‘I	screwed	up,’	‘I	need	help,’	‘Your	idea	is	better	than	mine,’	‘I
wish	I	could	learn	to	do	that	as	well	as	you	do,’	and	even,	‘I’m	sorry.’”6

Be	open	and	transparent.	Teamwork	and	secrecy	can’t	exist	together,	so	be
honest	with	the	team	and	the	team	leadership.	The	team	leader	should	model	this
behavior	and	not	allow	others	to	keep	secrets	or	work	behind	the	scenes	without
reporting	back	to	the	team.	As	team	leader,	try	to:

			Share	your	vision	for	the	team,	the	project,	and	the	organization	with	your
team	members	to	give	them	a	clear	picture	of	where	you’re	headed.	Give
clear	direction	and	do	your	best	to	keep	things	on	track.

			Get	to	know	each	team	member	as	an	individual.	Learn	what	motivates
each	one	and	what	frustrates	each	one.

			Communicate	as	often	as	possible	and	use	a	variety	of	communication
methods.	Be	sure	that	each	team	meeting	is	documented	and	shared	with
the	team.	Work	to	cascade	communication	throughout	the	team	so	that
everyone	hears	the	same	thing.	Encourage	a	free	flow	of	communication
between	team	members.

			Encourage	ideas	and	don’t	discount	contributions	from	others	on	the	team.
It	is	easier	for	people	to	be	creative	in	a	team	environment,	so	encourage
new	ideas	and	brainstorming.

			Acknowledge	cultural	differences	when	building	trust.	U.S.-based	teams,
for	example,	may	be	more	trusting	and	comfortable	than	teams	with
members	from	other	countries	where	it	may	take	more	time	to	build
rapport.

			Acknowledge	successes	from	everyone	on	the	team.	Trust	will	break	down
quickly	if	the	team	leader	takes	credit	for	something	someone	else



contributed.
			Always	treat	team	members	with	respect.	Everyone	on	the	team	has	a
purpose	and	a	value.	Keep	that	in	mind	when	conflicts	arise!

			Remember:	If	problems	come	up,	focus	on	the	problem	and	not	the	person.

Daniel	Goleman	says	in	his	landmark	book,	Working	With	Emotional
Intelligence,	“In	a	study	by	The	Center	for	Creative	Leadership	of	top	American
and	European	executives	whose	career	derailed,	the	inability	to	build	trust	and
lead	a	team	was	one	of	the	most	common	reasons	for	failure.”7

Here	are	some	things	to	remember	about	teams	from	The	Essential
Manager’s	Handbook:

A	team	member	is	still	an	individual	and	should	always	be	treated	as
such.

Cross-functional	teams	offer	people	the	chance	to	learn	about	the	roles
and	work	of	others.

Inter-departmental	teams	break	down	costly	barriers.

Formal	teams	sometimes	need	informal	elements	to	stimulate	and
refresh	their	work.

Teams	cease	to	be	teams	if	one	member	becomes	dominant.

All	team	members	should	make	sure	they	are	working	toward	the	same
goals.8

As	we’ve	said	many	times	in	this	book,	conflict	is	a	normal	part	of	life,	be	it
at	work	or	at	home.	Conflict	is	not	the	sign	of	a	mismanaged	team;	it	is	a	reality
of	people	working	together.	If	a	team	is	working	well	together,	conflict	is	an
indication	that	differences	are	acknowledged	and	are	being	dealt	with.	When
there	is	conflict	on	your	team,	bring	it	to	the	surface	in	as	non-threatening	a
manner	as	possible	and	ask	the	team	members	to	identify	the	issues.	When	teams
routinely	handle	conflict	in	this	way	and	survive,	odds	are	they	will	be
comfortable	when	another	issue	arises.	They	will	see	that	this	is	just	a	part	of
working	on	a	team	and	move	forward!

Essential	Tips



			Most	of	us	work	in	teams,	so	we	need	to	learn	how	teams	work.
			Use	the	SMART	goal	formula	to	set	and	monitor	goals.
			Set	group	norms	to	ensure	your	team	works	well	together.
			Try	to	have	people	from	diverse	backgrounds	and	ideas	on	your	team;	be
inclusive.

			Use	brainstorming	to	drive	idea	generation.
			Watch	for	people	who	cause	conflict	on	your	teams.
			You	can’t	have	a	successful	team	without	trust.



CHAPTER	4
WHAT’S	THE	PROBLEM?

Your	assumptions	are	your	windows	on	the	world.	Scrub	them	off	every	once
in	a	while,	or	the	light	won’t	come	in.

—Isaac	Asimov

Consider	the	following	situation:	A	customer	follows	up	on	a	request	for
feedback	at	a	local	eatery	because	his	order	came	out	wrong.	Somehow	the
ingredients	in	his	omelet	and	his	wife’s	got	mixed	up.	He	sends	an	e-mail	to	the
owner,	who	wasn’t	in	the	restaurant	when	they	visited,	explaining	what	they
ordered	and	what	they	received,	attaching	a	copy	of	the	receipt	that	detailed	the
order.	A	short	time	later,	the	owner	sends	a	heartfelt	apology	along	with	an	offer
of	a	gift	certificate	for	the	customer’s	next	visit	and	inquires,	“Was	the	cashier
who	took	your	order	male	or	female?	I’ll	bet	it	was	a	female	because	she’s	new.
We’ll	certainly	go	over	things	with	her	so	she	does	not	make	the	same	mistake
again.”

This	is	so	wrong	on	so	many	levels.	First,	the	cashier	was	a	male,	someone
who’d	been	working	there	for	years.	Second,	as	best	the	customer	could	tell
from	the	receipt,	the	order	was	placed	correctly	and	it	was	the	kitchen	staff	that
made	mistakes.	One	of	the	items	ordered	was	a	breakfast	special,	an	omelet	with
Swiss	cheese.	The	omelet	the	customer	received	contained	cheddar	cheese.	The
receipt	clearly	showed	that	the	breakfast	special	was	ordered.

This	was	a	teachable	moment	for	the	owner.	She	made	an	assumption,
jumped	to	a	conclusion,	and	had	already	assigned	blame	without	examining	all
the	evidence	and	gathering	all	the	facts.	She	may	have	been	creating	conflict
rather	than	managing	it.

Problem	solving	is	central	to	managing	conflict,	but	the	problem	can’t	be
solved	until	it’s	identified.	Just	like	a	physician	must	diagnose	an	ailment	before
treating	it,	so	must	parties	to	a	conflict	acknowledge	that	there	is	a	problem	and



work	to	get	to	its	source.	No	matter	with	whom	you	are	in	conflict—your	boss,
your	coworker	or	teammate,	your	employee	(if	you’re	in	a	manager	or	leadership
role),	a	peer—acknowledging	and	solving	the	problem	is	critical	to	assuring	a
positive	organizational	culture.	Equally	important	is	ensuring	you	are
identifying,	addressing,	and	solving	the	correct	problem.

	Chapter	11:	What’s	An	Organization	to	Do?

What’s	in	it	for	me?	Resolving	conflict	empowers	managers	and
employees	to:

			Work	effectively	as	teams.
			Build	trusting	relationship.
			Foster	creativity.
			Contribute	to	the	organizational	knowledge.
			Confront	destructive	behavior	and	move	to	positive	solutions.
			Take	ownership	and	be	a	part	of	the	solution.
			Build	communication	skills.
			Build	consensus.

Conflict	in	organizations	can	often	be	good,	and	with	a	good	conflict,
relationships	matter	and	are	valued.	Why	do	relationships	matter?	Flatter
organizations	and	wider	spans	of	control	have	dispersed	power	in	organizations,
giving	lower-level	managers	and	employees	greater	autonomy	to	take	action	and
make	decisions.	With	power	dispersed,	people	need	to	negotiate	solutions	to
problems	with	others,	often	those	over	whom	they	may	have	little	or	no	formal
authority.1	Regardless	of	where	you	sit	in	an	organization,	you	have	a
responsibility,	as	does	everyone	else,	to	maintain	positive	working	relationships
and	problem	solving	is	critical	to	those	relationships.

Getting	to	the	root	cause	of	the	problem	requires	an	emphasis	on	fact	finding
and	asking	good	questions.	Effective	conversations	and	dialogue	are	keys	to
getting	the	facts	and	uncovering	the	problem.

Claire	is	on	a	weekly	conference	call	with	a	client	and	other	members
of	the	project	team,	some	of	whom	work	for	other	organizations.
Claire	is	providing	her	update	when	her	new	boss,	Jacob,	walks	into



Claire	is	providing	her	update	when	her	new	boss,	Jacob,	walks	into
her	office	without	knocking.	He	starts	pacing	back	and	forth	and,
finally,	pulls	a	chair	next	to	her	and	mutters	under	his	breath	how
“pissed”	he	is.	Obviously,	it’s	his	expectation	that	his	presence	trumps
anything	else	that	Claire	is	doing	at	that	moment.	Quite	rattled,	Claire
continues	giving	her	update	and	stays	on	the	call	until	the	end.	By	that
time	Jacob	has	left.	She	now	ponders	what	she	should	do:	ignore	the
situation	or	confront	Jacob	and	tell	him	his	behavior	was	disturbing
during	this	important	call	with	the	client.	She	also	stops	to	consider	if
Jacob’s	behavior	is	the	only	problem	she	has	to	address.

Effective	Conversations
The	purpose	of	an	effective	conversation	is	to	develop	a	free	flow	of	relevant

information.	You	do	this	through	dialogue	where	people	are	openly	and	honestly
expressing	their	opinions,	sharing	their	feelings,	and	articulating	their	theories
willingly,	even	when	their	ideas	are	controversial	or	unpopular.2

Dialogue	is	a	two-way	exchange	of	information	and	ideas.	For	a
conversation	to	be	effective,	all	the	individuals	involved	have	to	enter	it	with
open	minds,	be	present	in	the	moment,	and	be	aware	of	what’s	happening	and
what’s	being	said.	It	also	helps	if	both	people	can	approach	the	conversation	in	a
non-judgmental	manner.	You	can	encourage	dialogue	by:

			Being	at	ease—it	will	put	the	others	at	ease.
			Getting	the	other	person’s	perspective.	Asking	others	to	contribute	and
provide	opinions	is	a	compliment.

			Showing	sensitivity	and	listening	for	statements	that	may	lead	to	new	or
additional	information.

			Checking	for	understanding	by	repeating,	paraphrasing,	and	taking	time	to
reflect	before	stating	your	immediate	reaction.	Don’t	assume	that
everybody	sees	things	the	same	as	you.

			Using	listening	skills.	Being	patient.3

	Chapter	5:	Listen	Up!
There	are	a	variety	of	skills	that	can	help	you	and	others	engage	in

meaningful	dialogue.
Attending	skills	are	very	helpful	in	establishing	ease.	Sit	next	to	each	other,

rather	than	across	the	table	or	room.	It	puts	everyone	on	an	even	level.



Maintaining	good	eye	contact	and	using	appropriate	gestures	and	a	warm	tone	of
voice	convey	that	you	are	attending	to	and	in	tune	with	each	other.	Using	phases
such	as	“I	see,”	“I	hear	you,”	and	“I	understand”	also	convey	that	you	are
acknowledging	what	is	being	said.	Keep	in	mind	that	such	acknowledgment	by
the	other	person	doesn’t	necessarily	signal	that	they	are	in	agreement	with	you.
Acknowledgment	is	recognition;	it	is	the	essential	element	of	respect.

Encouraging	skills	should	be	used	when	you	have	a	need	for	the	other
person	to	elaborate	on	his/her	thoughts	or	feelings.	Encouraging	skills	use
statements	and	questions	such	as:

			I’d	like	to	know	how	you	feel	about	it.
			Would	you	like	to	talk	about	it?	Tell	me	more	about	it.
			Is	there	anything	else	you’d	like	to	say?
			Perhaps	you	could	tell	me	about….
			Is	there	anything	else	I	should	know?

Clarifying	skills	should	be	used	when	you	are	unsure	what	the	other	person
is	saying	and	you	want	to	reduce	ambiguity	and	establish	clarity.	Clarifying
skills	use	statements	and	questions	such	as:

			What	I	think	you	are	saying	is…
			Could	you	give	me	an	example	of…?
			I’m	not	sure	I	understand.	Could	you	repeat	that?
			Could	you	tell	me	more	about…?

Different	words	have	different	meanings	to	different	people.	Be	sure	to
explain	terms	and	jargon	so	others	know	what	you	mean.	Don’t	assume	that
other	people	will	know	what	you	mean.

Reflecting	skills	allow	you	to	restate,	in	your	own	words,	what	the	other
person	is	saying.	You	can	reflect	on	either	the	content	or	the	feeling	that	is	being
expressed.	It	shows	understanding	and	acceptance	and	allows	you	to	keep	the
conversation	on	track.	Reflecting	skills	use	statements	such	as:

			It	sounds	as	if	you	really…
			Do	you	think	it’s	a	good	idea	if…?
			You	would	really	like	it	if…
			You	think	that…4

What	discourages	dialogue	in	organizations?	Some	people	are	conflict
averse.	For	them,	it’s	easier	to	be	silent.	Some	organizations	or	professions	are
hierarchical	in	nature	and	confronting	situations	and	problems	is	not	part	of	their
culture.	Some	people	want	to	defer	to	authority	(especially	when	that’s	the



culture.	Some	people	want	to	defer	to	authority	(especially	when	that’s	the
culture	of	the	organization)	even	if	they	have	information	or	experience	that	is
contrary	to	their	manager’s	or	other	senior	leader’s	position.	Staff	members
don’t	want	to	run	the	risk	of	upsetting	the	boss.	Sometimes	situations	are	just
plain	embarrassing	or	personal	such	as	hygiene	or	dress	code	issues.	Failing	to
confront	a	difficult	situation	doesn’t	solve	anything.	Issues	go	underground	and
problems	fester.	People	get	discouraged	and	leave,	taking	their	institutional
knowledge	and	talent	with	them.	Managers	don’t	receive	either	meaningful
feedback	or	crucial	information.	Mistakes	are	made	and	nobody	wins,	especially
the	organization.

Louise	is	one	of	the	most	efficient	and	effective	employees	Harrison
ever	hired.	There’s	no	task	she	won’t	do	when	asked.	As	the
receptionist,	she’s	great	on	the	phone	and	with	greeting	visitors	to	the
office.	She’d	be	the	perfect	employee,	except	for	the	tight,	low-cut
tops	she	wears	that	show	too	much	cleavage.	Recognizing	that	this	is
going	to	be	a	difficult	conversation	to	have	with	her,	Harrison	ponders
his	options:	avoid	the	situation	because	no	one	has	complained,	ask	a
female	colleague	to	talk	to	her,	or	prepare	for	her	reaction	and	talk	to
her	himself.

Get	Good	Information
For	a	conversation	to	be	free	flowing,	everyone	involved	has	to	be	prepared

to	get	and	to	give	information	in	a	constructive,	collaborative	manner.	Each
person	comes	into	the	conversation	with	his/her	own	opinions,	feelings,	beliefs,
theories,	histories,	and	experiences.	The	objective	is	to	create	an	environment	or
pool	where	people	can	collectively	share	their	ideas	and	information	so	the	pool
becomes	rich	and	deep	with	information.	The	deeper	the	pool,	the	more	trusting
the	environment,	the	better	positioned	the	parties	are	to	make	the	best	possible
decisions.5	As	you	work	to	create	a	two-way	exchange	of	information,	stay
flexible	about	who	asks	the	questions	and	who	states	concerns	or	provides
information	first.

In	order	to	obtain	good	information,	you	have	to	learn	to	ask	a	number	of
different	types	of	questions	and	practice	different	questioning	techniques.	Each
serves	a	specific	purpose	and	should	be	used	appropriately	and	interchangeably.

			Open-ended	questions	provide	an	opportunity	for	the	other	person	to	tell
it	in	his/her	own	words.	They	often	give	the	greatest	amount	of



information.
Examples:	“Tell	me	what	happened.”	“Help	me	better	understand.”	“Can
you	say	a	little	more	about	how	you	see	things?”	“Tell	me	why	this	is
important.”

			Closed-ended	questions	provide	limited	answers.	They	are	useful	to
obtain	specific	information	or	to	clarify	facts.	You	may	need	to	use	them
to	keep	the	discussion	focused	and	on	track.
Examples:	“Did	you	tell	Jean	you	would	be	late	for	work?”	“Did	you	fail
to	send	the	e-mail	as	you	were	instructed?”

			Reflective	questions	provide	an	opportunity	to	clarify	information
previously	stated.	They	are	helpful	if	information	appears	to	be
conflicting,	or	if	the	other	person	appears	to	be	uncertain	or	hesitant.
Examples:	“Did	you	say	that	you	called	in	sick	on	Monday	or	Tuesday?”
“Do	I	understand	that	you	never	received	the	document	you	were	asked	to
review?”

			Factual	questions	provide	specific	and	targeted	information.	They	are
helpful	in	separating	facts	from	assumptions.	You	may	want	to	use	them
when	you	need	to	ask	for	supporting	facts,	documents,	or	other	evidence.
You	can	verify	the	answers	to	factual	questions	by	checking	a	second	or
third	source.
Examples:	“How	many	people	overheard	the	conversation?”	“On	what
date	did	you	receive	that	phone	call?”

			Opinion-based	questions	provide	the	other	person	with	an	opportunity	to
clarify	his/her	beliefs,	attitudes,	and	opinions.	They	are	useful	in
distinguishing	first-from	second-hand	knowledge.
Examples:	“What	do	you	mean	she	has	a	poor	attitude?”	“Do	you	think
that	your	manager	treats	men	more	favorably	than	women?”

			Descriptive	questions	provide	an	opportunity	to	describe	the	events	or
give	a	narrative	account.
Examples:	“Describe	the	events	leading	up	to	your	manager	screaming	at
the	staff.”	“Tell	me	exactly	what	happened	on	Monday	afternoon.”

			Feeling	or	emotive	questions	provide	the	other	person	the	opportunity	to
describe	his/her	feelings.
Examples:	“How	did	you	feel	when	she	said	that	to	you?”	“What	was	your
reaction	to	his	statement?”

Be	curious	and	probe.	Ask	who,	what,	when,	where,	and	why	questions	and
clarify	terminology	and	acronyms.	It	is	also	important	to	ask	for	concrete	or



clarify	terminology	and	acronyms.	It	is	also	important	to	ask	for	concrete	or
relevant	information.	For	example:

			“What	leads	you	to	say	that?”
			“Can	you	give	me	an	example?”
			“How	would	that	work?”

It	is	equally	important	for	the	conversation	and	thought	process	to	flow.	Too
many	questions	and	interjections	could	disrupt	this	flow.	Though	you	need	to
control	the	time	and	the	discussion,	don’t	control	the	direction	of	the	discussion.
Talking	too	much	may	be	a	barrier	that	contributes	to	the	erosion	of
communication.

Push	other	people	to	be	specific,	using	the	following	probes:
			“Please	fill	me	in	on	the	details.”
			“Can	you	give	me	a	specific	example	of	what	happened?”
			“Do	you	have	a	particular	situation	in	mind?”
			“What	exactly	do	you	want	me	to	do?”6

Give	Good	Information
When	you	give	information,	you	want	it	to	be	relevant,	precise,	and	accurate.

You	want	to	assure	that	the	other	person	receives	the	information	you	intend	for
them	to	have.	Beware	of	providing	too	much	information	at	one	time	because	it
could	be	overwhelming.

Be	specific	and	provide	details.	Ask	yourself,	“What	information	do	I	have
that	the	other	person	needs?”	Lack	of	specificity	causes	problems.	Tasks	go
uncompleted	and	questions	fail	to	get	answered	because	people	are	not	mind
readers.	Be	honest	and	positive	rather	than	negative.	We	hear	and	remember
positive	words	better	than	negative	words	and	the	listener	is	more	likely	to
remember	what	you	said.	Be	accurate	and	check	your	facts.7

You	want	to	get	and	give	good	information	in	order	to	get	to	the	root	cause
of	the	problem.	During	your	discussion,	be	sure	that	you:

			Explain	the	problem	as	you	see	it	without	judgment.
			Ask	the	other	person	to	explain	the	problem	from	his/her	point	of	view.
			Ask	for	clarity.
			Keep	the	person	and	attitudes	separate	from	this	issue.
			Are	factual.
			Describe	behavior	you	observe.



			Avoid	subjective	language.

Beyond	the	Facts—Feelings
Understand	that	feelings	are	normal	and	natural.	Without	them	we	wouldn’t

be	human.	Learn	to	recognize	and	acknowledge	them.	They	are	part	of	who	you
are—your	emotional	intelligence.	Your	awareness	of	and	your	ability	to	express
your	feelings	and	emotions	will	vary	depending	on	the	relationship	you’re	in	at
any	given	time.	Recognizing	this	helps	you	to	understand	what	you’re	feeling
and	why.	Just	as	you	have	feelings,	so	do	the	other	parties	to	your	conflict	and
conversations.	Their	feelings	are	important,	and	so	are	yours.8

In	order	to	keep	the	conversation	positive	and	productive,	learn	to	listen	for
emotions	and	attitudes.	Is	the	other	person	expressing	his/her	feelings	either
directly	or	indirectly?	What	feelings	is	he	displaying	and	is	he	aware	of	his
feelings?	How	are	they	impacting	the	conversation	and	the	situation?

Victor	and	Raymond	are	involved	in	a	conversation	about	their
respective	roles	and	responsibilities.	Raymond	starts	to	take	the
conversation	off	course	by	bringing	up	unrelated	issues	in	a	cool,
somewhat	calculating	manner.	Victor	can	feel	himself	getting	angry—
he’s	even	starting	to	sweat—but	he	doesn’t	want	to	lose	his	temper.	He
raises	his	hand	to	indicate	a	halt	and	says,	“I	think	we	need	to	take	a
break	and	resume	this	later.”

Don’t	try	to	control	the	other	person’s	reactions	or	emotions.	Instead,	prepare
for	it.	If	you’re	initiating	the	conversation,	think	of	how	it	might	go.	Put	yourself
in	the	other	person’s	place.	Think	about	how	their	reactions	might	affect	you	and
throw	you	off	balance.	The	more	prepared	you	are,	the	less	likely	it	is	that	you’ll
be	blindsided.

Remember:	The	goal	of	the	conversation	is	to	keep	the	facts	central	to	the
issue	while	at	the	same	time	acknowledging	that	people	and	their	emotions	are
often	integral	parts	of	the	interaction.	To	do	this,	you	need	to	maintain	balance
and	control.	In	an	emotionally	charged	situation,	it	might	be	easy	to	assume	that
feelings	are	irrelevant	and	wouldn’t	be	helpful	to	share.	Try	restating	your
assumption	by	acknowledging	that	feelings	are	at	the	heart	of	the	situation	and
are	complex,	and	acknowledge	that	you	have	to	explore	further	to	understand
your	own	feelings.	This	moves	you	from	avoidance	of	your	feelings	to
addressing	them	(yours	and	theirs)	in	a	non-judgmental	manner.	Acknowledge



feelings	before	you	embark	on	problem	solving.9

Maintain	control	and	balance	if	feelings	and	emotions	begin	to	dominate	the
conversation.	Doing	so	will	build	constructive	relationships,	maintain	the
confidence	and	self-esteem	of	all	the	parties	involved,	and	ensure	that	there	is
integrity	in	the	process	and	the	relationships.	Here	are	some	tips	for	doing	so:

			Maintain	a	level-headed	response	to	others’	intense	emotions	and	don’t	let
them	push	your	buttons.

			Don’t	absorb	their	issues	or	unrealistic	expectations;	give	them	a	shot	of
reality.

			Stick	to	the	facts	and	the	issues.
			Remain	objective	and	neutral.
			Be	understanding.	The	other	person	may	be	deflecting	his	or	her	emotions
toward	you.

			Acknowledge	the	behavior	in	a	calm	manner.
			Model	constructive	behavior.
			Use	a	soft	approach	by	softening	your	voice,	posture,	tone,	eye	contact,
and	body	language;	it	sends	a	message	of	openness.

			Breathe	deeply	and	don’t	become	defensive.
			Avoid	sounding	patronizing,	even	if	you	are	frustrated.
			Avoid	interrupting,	unless	it’s	to	get	a	conversation	back	on	track.
			Use	tact	and	sensitivity.
			Propose	an	approach	to	refocus.
			Determine	if	you	can	continue	in	a	constructive	way	at	this	time.

	Appendix:	Working	With	Emotions

A	Second	Look
What	could	the	owner	at	the	local	eatery	have	done	differently	to	solve	the

problem	that	was	central	to	this	conflict?	Rather	than	look	back	and	assign
blame,	she	could	have	looked	forward	and	begun	to	understand	the	problem.
When	she	placed	blame,	she	made	a	bad	judgment	call	that	hindered	her	ability
to	understand	and	solve	the	problem.

She	should	have	looked	at	the	receipt	that	the	customer	sent,	which	detailed
the	order.	She	should	have	questioned	the	manager	who	was	on	duty	that
morning	to	confirm	what	the	breakfast	special	was	and	compared	it	to	the	order.
She	should	have	inquired	who	was	working	the	counter	and	who	was	working	in



She	should	have	inquired	who	was	working	the	counter	and	who	was	working	in
the	kitchen.	She	failed	to	question	whether	or	not	procedures	had	been	followed.
The	problem	may	have	been	with	the	motivation	and/or	ability	of	one	of	the	staff
members—either	someone	who	worked	in	the	kitchen	or	someone	who	worked
the	counter.	She	failed	to	look	at	the	systems	in	the	establishment	as	a	whole	to
see	if	there	was	room	for	process	improvement.	Without	getting	some	simple
facts,	she	hindered	her	ability	to	get	to	the	root	cause	of	the	problem	and	address
it.

Claire’s	dilemma	is	different.	There	is	more	than	one	issue	here,	and
potentially	several.	The	first	is	that	Jacob’s	behavior—barging	into	her	office
and	breathing	down	her	neck	during	an	important	call	with	the	client—was
unexpected	and	unnerving	for	her.	The	second	issue	is	that	Jacob	is	new	to	both
the	organization	and	the	industry,	and	appears	to	be	unaware	of	its	culture.

Because	this	is	the	first	time	Claire	has	encountered	this	behavior	by	Jacob,
she	decides	to	confront	it	now	while	the	situation	is	still	fresh	and	recent.	In
preparing	to	speak	to	him,	she	clarifies	the	issue	she	needs	to	confront	and	asks
herself	what	the	consequences	are	to	her,	to	her	relationship	with	Jacob,	to	her
relationship	with	the	client,	and	to	the	project.10	This	allows	her	to	focus,	to
explain	the	impact	his	behavior	had	on	her,	and	to	provide	him	with	information
about	the	client	and	the	project.	It	will	also	give	her	an	opportunity	to	talk	about
expectations—what	she	expects	from	him	and	what	he	expects	from	her.

	Chapter	6:	You	Want	Me	to	Do	What?
As	appealing	as	the	other	two	options	are,	Harrison	knows	that	he	has	to

have	a	talk	with	Louise.	He	knows	avoiding	the	problem	will	not	make	it	go
away,	and	in	the	long	run	will	grow	worse	and	may	even	be	costly.	It	could	just
take	one	snide	remark	about	her	appearance	for	a	harassment	claim	to	surface.

As	uncomfortable	as	the	situation	may	be	for	him,	shirking	his	responsibility
and	asking	a	female	colleague	or	human	resources	to	handle	his	employee	issue
could	ruin	his	relationship	with	Louise.	She	may	no	longer	respect	him	(or	his
authority)	as	her	manager.	The	only	way	to	address	this	issue	is	to	prepare	for	a
possibly	negative	reaction	and	confront	Louise.	Of	course,	he	may	seek	help	and
guidance	in	the	way	of	role-playing	from	a	colleague	or	human	resources	as	part
of	his	preparation.

	Chapter	9:	Whose	Fight	Is	It	Anyway?
Victor	left	the	building	after	his	confrontation	with	Raymond.	To	cool	off,	he

took	a	walk	around	the	office	park	where	his	company’s	offices	were	located.	By



taking	this	time	out	and	leaving	an	emotional	situation,	he	was	able	to	reflect.	He
is	keenly	aware	of	his	tendency	to	become	angry	and	sometimes	act	out	on	that
anger.	He	could	feel	his	body	reacting.	He	didn’t	want	to	get	knocked	off
balance.	With	his	head	clear,	he	can	return	to	his	office	and	prepare	how	he	will
resume	the	conversation	with	Raymond.

Essential	Tips
			Have	dialogues,	not	monologues.
			Ask	questions	that	will	get	you	the	facts	and	information	that	you	need.
			Remain	factual	and	provide	information	in	a	non-judgmental	manner.
			Don’t	try	to	control	someone	else’s	reactions	and	emotions—prepare	for
them.

			Keep	an	open	mind	and	remain	unbiased.
			Use	good	judgment.
			Don’t	make	assumptions.



CHAPTER	5
LISTEN	UP!

If	the	person	you’re	talking	to	isn’t	listening,	be	patient.	Maybe	he	has	a
small	piece	of	fluff	in	his	ear.

—Winnie-the-Pooh

Listening	is	probably	the	most	misunderstood	communication	process	we
use.	Listening	is	not	waiting	for	your	turn	to	talk,	but	it	appears	that	is	how	most
of	us	listen—while	the	other	person	is	talking,	all	we’re	doing	is	thinking	about
what	we	are	going	to	say	next—and,	because	we	aren’t	hearing	what	is	being
said,	the	odds	are	our	response	doesn’t	move	the	communication	process
forward.

“Listening	well	is	essential	for	workplace	success.	The	U.S.	Department	of
Labor	estimates	that	of	the	total	time	we	spend	in	communication,	22	percent	is
devoted	to	reading	and	writing,	23	percent	to	speaking—and	55	percent	to
listening.”1

Jenny	and	Bob	are	working	together	on	a	team	project	that	requires	them	to
make	a	presentation	to	their	company’s	leadership	team	next	week.	Jenny	says,
“Bob,	we	need	to	get	this	finished	today	in	order	to	have	time	to	practice	so	we
can	be	perfect	by	next	week.	Can	you	spare	some	time	today	to	work	with	me	on
the	final	slides?”

While	she’s	speaking,	Bob	hears	Jenny	say	they’re	going	to	have	to	work
late	tonight	and	he	has	to	be	at	his	son’s	school	event.	He	interrupts	her	to	say,	“I
can’t,	Jenny.	I	have	to	leave	on	time	today	to	get	to	Colin’s	play.	You’ll	have	to
finish	it	on	your	own.”

Jenny	is	totally	confused	and	says,	“How	come	I	have	to	do	all	the	work?
You’re	always	letting	me	and	the	team	down.”

Bob	gets	mad	at	her	accusation	that	he	isn’t	a	team	player	and	storms	out	of
her	office.	Jenny	stares	at	his	back	as	he	leaves	the	room	and	wonders	what	just
happened!



happened!
Listening	is	hard	work,	and	most	of	the	time	when	we	think	of

communication,	we	focus	on	words—either	in	writing	or	speaking—and	we
don’t	spend	a	lot	of	time	learning	how	to	listen.	In	her	book,	The	Power	of	a
Good	Fight,	Lynne	Eisaguirre	says:

Part	of	the	problem	is	our	lack	of	understanding	about	how	our	minds
work	and	how	the	mind	and	our	senses	interact,	especially	what	we
hold	in	our	minds	as	“truths.”	Our	hearing	is	ever	present.	There	is	no
switch	to	turn	it	off.	We	can	close	our	eyes,	but	not	our	ears.	We	live
in	a	culture	where	we’re	constantly	bombarded	by	sounds;	our	sense	of
balance	is	tied	to	our	hearing.	It’s	no	accident	that	so	many	of	us	feel
constantly	out	of	balance	because	of	the	bombardment	of	information
from	inside	our	minds	as	well	as	external	sounds.2

There	are	many	things	that	get	in	the	way	as	we	listen	or	even	try	to	listen.
Consider,	for	example:

			Setting—what	else	is	going	on	when	you	are	having	a	conversation?	Are
you	in	a	private	setting	where	it	is	quiet	and,	therefore,	easy	to	hear	what
is	being	said?	Or,	are	you	trying	to	have	a	substantive	discussion	in	a
noisy	restaurant	or	any	place	where	there	are	a	lot	of	distractions?

			Timing—are	both	people	in	the	conversation	ready	to	talk	about	a
particular	subject	at	this	time?	Consider	how	difficult	it	is	to	listen	when
the	other	person	has	brought	up	a	subject	you	weren’t	expecting	and	you
need	time	to	think	about	how	you	really	want	to	proceed.

			Beliefs—what	beliefs	do	I	hold	that	are	potentially	in	conflict	with	the
person	with	whom	I	am	communicating?

			Perceptions—what	preconceived	ideas	do	I	have	about	the	person	across
from	me?	Am	I	reacting	to	how	he/she	is	dressed	or	how	he/she	speaks?

			Emotions—am	I	having	a	bad	day?	Did	I	come	to	work	today	with
emotional	baggage	left	from	something	that	happened	at	home	this
morning?

			Cultural	differences—is	this	person	from	a	different	part	of	the	world	or	a
different	religion?

			Relationships—do	I	compete	with	this	person	for	“face	time”	with	the
CEO?	Do	we	have	a	natural	rivalry?	Might	this	person	stand	in	my	way



for	a	promotion?
			Words—does	this	person	use	words	I	don’t	understand?
			Assumptions—am	I	applying	my	own	assumptions	to	what	the	speaker	is
saying?

	Chapter	2:	Why	Can’t	Everyone	Be	Like	Me?
Jennifer	Nycz-Connor	writes,	“Don’t	make	the	classic	mistake	of	assuming

when	you	should	be	listening.	As	managers,	we	miss	cues	when	employees	are
frustrated	or	unhappy,	and	it’s	only	when	they	hand	us	their	resignations	that	our
hindsight	kicks	in.	Take	some	time	to	actively	listen	to	those	around	you.”3

When	there’s	conflict,	it	is	extremely	important	for	the	parties	to	come
together	in	person	rather	than	trying	to	resolve	their	differences	by	phone	or,
perish	the	thought,	by	e-mail	or	text	messages.	Why?	Because	we	communicate
with	more	than	just	words.	Many	times	non-verbal	cues	that	are	impossible	to
see	or	feel	unless	you	are	face	to	face,	make	or	break	the	discussion.	E-
communications	are	primarily	a	text	medium	with	no	social	interaction.	They
don’t	convey	body	language,	expressions,	tone	or	voice,	and	other	subtleties	that
exist	in	face-to-face	communication.	E-communications	are	composed	and	not
spontaneous	and,	there	is	no	immediate	feedback	or	acknowledgment	and	no
guarantee	that	a	message	is	heard.	And,	when	the	stakes	are	high	and	resolving
the	issue	is	critical	personally	or	professionally,	communicating	in	person	takes
on	even	more	importance!	However,	when	you	work	remotely	or	in	different
cities,	states,	or	countries,	face-to-face	communication	may	be	impossible,	so
pick	up	the	phone	and	have	a	two-way	conversation.

	Chapter	4:	What’s	the	Problem?
Mike	and	Lynne	work	in	two	different	departments	for	a	small	organization.

Their	offices	are	about	50	feet	apart.	They	both	are	very	passionate	about	their
work,	but	neither	is	very	patient.	They	each	will	fight	to	the	end	for	their	point	of
view	which,	more	often	than	not,	does	not	agree	with	the	other’s	position	on	the
issue	at	hand.	So,	consider	this	e-mail	exchange:

Mike	sends	Lynne	the	first	e-mail	to	say	that	one	of	his	employees	had
trouble	logging	on	to	the	time	and	attendance	software	three	times	this	week	and
Lynne’s	help	desk	wasn’t	helpful.	He	says	to	her,	“Fix	it!”

Lynne	responds	immediately	with	a	terse	message	that	says,	“Your	employee
must	not	know	how	to	use	the	system.	It	works	for	everyone	else.”	Mike
responds	in	an	equally	hostile	manner	and	the	chain	of	e-mails	goes	on	19	times.



Remember:	These	are	people	who	work	in	the	same	office,	50	feet	away	from
each	other!	This	conflict	will	never	be	resolved	unless	they	get	together,	listen	to
each	other,	and	observe	the	non-verbal	cues.

What	does	it	feel	like	when	you	know	that	someone	is	really	listening	to
what	you	are	saying?	The	odds	are	that	it	feels	pretty	good	and,	unfortunately,
we	don’t	get	that	feeling	often	enough.	When	you	are	listened	to,	you	feel
satisfied,	respected,	and	that	what	you’re	saying	was	heard.	What	we	really	want
is	to	be	heard	and	understood.

This	is	especially	true	when	applying	good	listening	techniques	to	resolving
(or	even	preventing)	conflict	in	the	workplace.	Listening	is	a	powerful	part	of	the
communication	process	that	can	help	any	of	us	increase	our	effectiveness—and
not	just	at	work.	Think	about	how	it	feels	in	your	personal	life	when	a	spouse,
child,	parent,	sibling,	or	friend	really	gets	what	you	are	trying	to	say—when	they
hear	you!

Listening	takes	place	in	three	stages:	receiving,	processing,	and	responding.
In	the	receiving	phase,	if	you	are	the	listener,	you	have	to	take	in	or	receive	what
the	other	person	is	saying.	You	need	to	carefully	listen	to	the	words,	observe
body	language	if	you	are	speaking	face	to	face,	and,	if	you	are	a	really	good
listener	with	well-honed	skills,	you	will	listen	for	what	is	not	being	said	as	well.
Some	people	call	this	“listening	for	the	music—not	just	the	words,”	or	as
Shannon	L.	Adler	said,	“The	most	important	thing	in	communication	is	hearing
what	isn’t	being	said.	The	art	of	reading	between	the	lines	is	a	lifelong	quest	of
the	wise.”4

As	the	speaker	is	talking,	you	as	the	listener	begin	to	process	what	your	ears
and	eyes	are	taking	in.	Your	mind	starts	to	process	the	information	you’ve	heard.
You	try	to	understand	what	you’ve	heard	so	that	you	know	what	it	is	they	are
asking	or	telling	you.	This	is	a	very	private	process	and	takes	place	in	your	brain
in	a	very	short	period	of	time.	This	process	has	to	take	place	so	that	you	as	the
listener	can	respond	to	the	speaker.

Then,	you	respond	to	what	you’ve	heard	and	what	your	brain	has	processed.
If	you’ve	listened	carefully	and	observed	all	the	visual	cues	available	to	you,
hopefully	you’ve	understood	what	the	speaker	intended	and	you	respond	in	a
way	that	lets	the	speaker	know	he/she	was	heard.	This	then	allows	the	two	of
you	to	move	forward	in	a	highly	productive	way.	If	you’ve	misunderstood
something	that	was	said,	or	the	intent,	then	the	speaker	has	an	opportunity	to
correct	your	assumption,	hopefully	in	a	manner	that	illuminates	the	issue.	The
connection	has	then	been	made.



	Appendix:	The	Communication	Cycle
Sam	and	Ralph	have	worked	together	for	many	years	and	have	a	very

positive	working	relationship.	One	day,	Sam	goes	to	Ralph’s	office	to	discuss	an
idea	he’s	come	up	with	that	will	have	a	big	impact	on	Ralph’s	department.	Sam
says,	“I’ve	come	up	with	something	that	your	department	needs	to	do	right
away!”

Ralph	puts	up	a	hand	to	stop	him	talking	and	yells,	“Who	are	you	to	tell	me
what	to	do?”

Sam	quickly	responds,	“I	guess	I	didn’t	say	that	right.”
Because	the	world	we	live	and	work	in	moves	so	quickly,	it’s	critical	to	try

to	slow	down	when	listening	in	a	conflict	management	situation	so	as	not	to
create	misunderstandings.	We’ve	all	gotten	good	at	ignoring	some	things	we
hear	while	focusing	on	other	things	being	said.	In	other	words,	we	jump	to
conclusions.	Sometimes,	we	jump	to	the	right	conclusion,	but	sometimes	we
totally	miss	the	mark	and	make	matters	worse.	Because	we	move	so	quickly
from	what	we	hear	to	forming	a	conclusion,	we	may	not	be	aware	that	we’ve
missed	out	on	some	valuable	information	along	the	way.	Remember	the
restaurant	owner	in	Chapter	4	who	was	too	quick	to	jump	to	the	wrong
conclusion?

To	avoid	jumping	to	conclusions,	you	may	want	to	take	the	time	to	have
each	person	describe	what	they	heard	before	moving	on	to	trying	to	resolve	the
conflict.

Carol	hears	from	a	coworker	that	the	entire	team	is	going	to	have	to	work
this	coming	weekend.	Before	she	clarifies	the	message,	she	rushes	into	her
manager’s	office,	interrupts	her	phone	call,	and	yells	that	this	is	unacceptable—
they	should	have	discussed	this	at	the	staff	meeting	yesterday	and,	besides,	she
can’t	work	on	the	weekend	because	it	is	her	wedding	anniversary	and	they	are
going	away.	Her	boss	quickly	stands	up	and	says,	“Carol,	you’re	really	out	of
line	here	and	don’t	speak	to	me	in	that	tone.”

When	they	cool	down,	the	manager	lets	Carol	know	that	she	wasn’t	on	the
list	for	the	weekend	project;	she’d	gotten	bad	information.

Active	Listening
Active	listening	is	the	most	powerful	way	to	capture	the	entire	message	the

speaker	is	attempting	to	convey.	Active	listening	encourages	the	other	person	to
talk.	As	an	active	listener,	you	capture	both	the	words	and	the	music.	And	the



speaker	gets	the	message	that	you	really	heard	what	he/she	was	saying	and	the
actual	message	he/she	wanted	to	share	with	you.	Active	listening	takes	some
work	and	some	practice,	but	the	payoff	is	high.	Active	listening	is	critical	to
resolving	conflict	in	the	workplace,	so	it	is	worth	taking	the	time	to	learn	and
practice	the	techniques.	Active	listening,	however,	is	not	about	agreeing	with
everything	the	other	person	is	saying;	it	is	about	achieving	in	a	nonjudgmental
way	an	understanding	of	what	the	person	speaking	means.

Here’s	how	it	works:
While	the	speaker	is	talking,	the	active	listener	sends	messages	to	encourage

the	speaker	to	provide	more	information	or	to	show	more	emotion.	This	is	done
in	several	ways,	including	a	smile,	a	nod,	a	raised	eyebrow,	but	especially	by
having	the	listener	maintain	eye	contact	with	the	speaker.	In	order	for	active
listening	to	work,	the	listener	has	to	sincerely	want	to	hear	what	is	being	said.
Consider	how	it	would	feel	if	you	were	sharing	an	extremely	serious	subject
with	a	colleague	who,	while	you’re	pouring	your	heart	out,	is	rolling	his/her	eyes
or	smiling?	You’d	probably	stop	talking	and	walk	away,	and	the	communication
cycle	would	be	broken.

On	the	flip	side,	if	while	you	are	talking	the	listener	nods	to	indicate	he/she
understands	how	important	this	topic	is	to	you,	chances	are	you’d	want	to
continue	the	conversation	and	maybe,	just	maybe,	you’d	share	even	more
information	than	you	originally	intended.

However,	as	the	listener,	non-verbal	communication	isn’t	enough	in	the
active	listening	process.	You’ll	need	to	get	comfortable	with	some	quick	and
easy	words	or	phrases	to	let	the	speaker	know	you	are	really	paying	attention.

Consider	words	and	phrases	such	as:
			Yes.
			I	see.
			Really?
			Great.
			Oh.
			That’s	interesting.

How	you	say	the	previous	words	and	phrases	is	also	important.	Your	tone
has	to	be	nonjudgmental	and	especially	not	flippant	or	sarcastic.	Remember:
Your	intent	here	is	to	learn	as	much	as	you	can	about	what	the	speaker	is	saying,
so	be	encouraging.

Another	way	to	move	the	process	forward	is	to	repeat	what	the	speaker	has



said—a	word	or	a	phrase	that	you	want	to	know	more	about	or	to	understand
better.	To	do	this	you	need	to	repeat	exactly	what	the	speaker	said	and	make	it	a
question	so	that	the	speaker	then	amplifies	what	they	meant.	This	is	especially
helpful	if	the	speaker	says	something	that	is	less	than	specific	or	uses	a	word	or
phrase	that	you	don’t	understand.

As	you	are	learning	the	active	listening	technique,	remember	the	idea	that
asking	open-ended	questions	gets	you	a	lot	more	information	than	closed-ended
questions.	For	example:

Ask	“What	did	you	think	were	the	main	points	of	the	report?”	rather	than
“Did	you	like	the	report?”

Ask	“How	do	you	think	we	could	get	the	information	we	need	to	make	a
good	decision?”	rather	than	“Do	you	have	everything	you	need	to	decide?”

Use	probes	to	get	additional	information,	such	as,	“Tell	me	more,”	“How
so?”	“Why?”	and,	if	you’re	good	with	it,	use	silence.	Most	people	are
uncomfortable	with	periods	of	silence	and	will	fill	it	up	with	information.	It	may
be	just	the	information	you	need	and	you	might	not	have	gotten	it	any	other	way
than	by	being	silent.

Another	effective	active	listening	technique	is	to	paraphrase	what	you’ve
heard	the	speaker	saying.	Try	to	do	it	in	one	sentence	by	saying,	“What	I	heard
you	say	was…”	or	“It	sounds	like	what	I	heard	you	say	was….”

	Chapter	4:	What’s	the	Problem?
Carrie	and	Maggie	have	worked	together	for	years,	but	sometimes	find

themselves	at	odds	on	how	to	manage	the	work	in	their	department.	One	day,
Maggie	says	to	Carrie,	“In	the	staff	meeting	yesterday,	you	came	across	as	too
critical	of	the	IT	department	and	the	work	they	did	on	the	roll-out	of	our
company	intranet.”

The	good	news	is	both	of	them	had	just	participated	in	a	webinar	on	active
listening,	so	Carrie	took	the	opportunity	to	put	into	practice	what	she’d	learned.

While	Maggie	was	speaking,	Carrie	watched	for	non-verbal	cues	and	saw
that	Maggie’s	body	language	indicated	she	wasn’t	angry	about	the	meeting.	She
noticed	Maggie	smiled	when	she	made	her	statements	that	could	have	been	a
criticism	of	Carrie	but,	in	reality,	were	words	she	could	take	in	a	positive	manner
and	learn	from	them.	Before	she	responded,	she	paused	for	a	moment	to	think
about	what	she’d	just	heard,	which	was	difficult	for	her	because	she’d	always
been	someone	who	was	quick	to	speak	and	usually	had	her	response	prepared
before	the	other	person	stopped	speaking.	She	asked	for	clarification.

“Thanks	for	letting	me	know.	Can	you	tell	me	more	about	what	you	heard



“Thanks	for	letting	me	know.	Can	you	tell	me	more	about	what	you	heard
me	say	and	why	you	thought	it	could	be	interpreted	as	criticism?”	This
exchange,	using	active	listening	techniques,	proved	to	be	successful	in	moving
the	dialogue	forward	in	a	positive	manner.

Active	Listening	means	making	a	deliberate	effort	to	understand	what
the	other	person’s	message	is	from	his/her	point	of	view,	paying
attention	to	all	verbal	and	non-verbal	signals,	clarifying	meaning	when
you	don’t	understand,	and	rephrasing	and	showing	your	desire	to
understand	what	is	being	said.

			Listen	to	learn.	Be	interested	and	show	it.
			Seek	understanding.	Listen	to	words	and	clarify	understanding.
			Turn	off	your	listening	filters.	Don’t	allow	yourself	to	think	of
anything	except	what	the	speaker	is	saying.

			Be	patient.	Avoid	interrupting	the	person	during	his/her
explanation.

			Withhold	judgment	until	you	have	all	the	facts.
			Focus	on	content	as	well	as	delivery.
			Pay	attention	to	non-verbal	signals.
			Recognize	that	listening	is	not	waiting	for	your	turn	to	talk.	The
absence	of	talk	is	not	the	same	as	listening.	Pausing	during	your
discussion	may	prompt	the	person	to	volunteer	additional	relevant
information.

			Resist	the	urge	to	formulate	a	response	until	after	the	speaker	is
finished.

			Listen	with	compassion.	Be	aware	of	your	tone	of	voice	and	body
language.

			Listen	for	feelings	as	well	as	facts.
			Listen	for	what	is	not	said,	and	use	the	opportunity	to	probe	for
more	information.

			Listen	for	what	you	don’t	want	to	hear	as	well	as	what	you	do	want
to	hear.

			Listen	long	enough	to	understand	what	the	other	person	is	telling
you.5



Reflective	Listening
When	you’re	listening	carefully	and	watching	for	non-verbal	cues,	you	are

acting	like	a	mirror	to	reflect	back	emotions	you	sense.	These	emotions,	most
likely,	carry	a	great	deal	of	the	message	the	speaker	is	attempting	to	convey.	You
can	reflect	on	either	the	content	or	the	feeling	that	is	being	expressed.	It	shows
understanding	and	acceptance	and	allows	you	to	keep	the	conversation	on	track.
It’s	important	to	put	the	comment/probe	in	the	form	of	a	question	in	order	to	get
the	speaker	to	confirm,	deny,	or	clarify	what	was	said.	Keep	your	questions	and
your	tone	pitched	at	a	low	level	so	that	the	speaker	doesn’t	feel	attacked.	To
encourage	reflective	listening,	consider	comments	and	questions	such	as:

			“It	sounds	like	that	was	a	fun	experience.	Did	I	hear	you	correctly?”
			“Wow.	That	must	have	hurt.	Are	you	okay?”
			“I’m	hearing	frustration	in	your	voice.	Is	that	so?”
			“It	sounds	as	if	you	really….”
			“Do	you	think	it’s	a	good	idea	if…?”
			“You	would	really	like	it	if.…”
			“Do	you	think	that…?”

	Appendix:	Self-Reflection	Exercise—What	Is	Your	Listening
Style?

One	way	to	resolve	conflict	in	the	workplace	is	to	have	a	productive	dialogue
where	both	people	in	the	situation	are	able	to	get	their	points	across.	Here	are
some	ways	to	encourage	dialogue:

			Put	the	other	person	at	ease	and	start	with	some	small	talk.
			Sit	next	to	each	other	rather	than	across	from	each	other.
			Maintain	good	eye	contact.
			Use	appropriate	gestures.
			Speak	in	a	warm,	welcoming	tone	of	voice.
			Use	phrases	such	as	“I	see,”	“I	hear	you,”	and	“I	understand.”
			Be	sensitive	to	the	other	person’s	frame	of	mind.
			Be	patient	and	don’t	interrupt	the	other	speaker	until	he/she	is	finished
talking.

			Use	the	active	or	reflective	listening	skills	described	previously.



Listening	Filters

As	Mark	Goulston	writes,	“…without	realizing	it,	we	categorize
people	instantly	in	the	following	sequence:

			Gender.
			Generation	(age).
			Nationality	(or	ethnicity).
			Education	level.
			Emotion.

The	sequence	goes	in	this	order	because	we	see	a	person’s	gender,
generation,	and	nationality	first,	hear	the	person’s	educational	level
second,	and	feel	the	person’s	level	of	emotionality	third.	Keep	(this)	in
mind,	and	it’ll	help	you	to	spot	subconscious	filters	that	keep	you	from
listening	to—and	reaching—other	people.”6

	Appendix:	Barriers	to	Communication
Listening	isn’t	easy,	but	good	listening	skills	can	be	learned	and
practiced	at	work	and	at	home.	You	know	how	it	feels	when	you	are
communicating	with	someone	and	you	know	he/she	is	sincerely
interested	in	not	just	hearing	you,	but	understanding	why	this	is
important	to	you	and	what	his/her	role	is	in	making	whatever	needs	to
be	done	happen.

If	you	are	in	a	conflict	situation	and	you	want	to	know	where	the	other
person	is	coming	from	and	you	really	want	to	resolve	the	conflict,	then	follow
these	tips:

			Be	sincere.
			Be	curious.
			Be	understanding.
			Be	patient.

Listening	well	helps	us	manage	conflict.	It’s	not	easy	to	slow	down	and	take
the	time	to	really	hear	what	the	other	person	is	saying.	Or	as	Lynne	Eisaguirre
puts	it	in	The	Power	of	a	Good	Fight,	“We	can	be	passionate	about	our	listening.



We	can	learn	to	listen	with	as	much	energy	and	enthusiasm	as	we	talk.	Instead	of
listening	for	evidence	that	confirms	our	point	of	view,	we	can	listen	for	the
creative	energy	in	the	conflict—both	in	ourselves	and	in	others.”7

Answer	the	Question	That	Was	Asked!
Here’s	a	real	conversation	that	shows	the	importance	of	answering	the

question	that	is	asked.
Adam:				“We	haven’t	heard	from	Tony	since	he	returned	from	his	vacation

cruise.”
Gracie:			“How	long	was	he	away?”
Adam:				“He	got	back	about	two	weeks	ago—about	the	29th.”
Gracie:	“That’s	not	what	I	asked.	I	asked	how	long	he’d	been	gone—not

when	he	got	back—because	I	had	no	idea	he	was	even	away!”
As	John	Marshall,	Chief	Justice	of	the	Supreme	Court	said,	“To	listen	well	is

as	powerful	a	means	of	communication	and	influence	as	to	talk	well.”8

Essential	Tips
			Listening	takes	work,	but	the	payoff	is	great.
			Listening	isn’t	about	planning	what	you’re	going	to	say	while	the	other
person	is	still	speaking.

			Consider	what	gets	in	the	way	of	you	being	a	good	listener:	the	setting,
timing,	your	beliefs,	your	emotions,	any	cultural	differences,	your
relationship	with	the	speaker,	or	the	words	being	used.

			There	are	three	stages	of	listening:	receiving,	processing,	and	responding.
			Active	listening	allows	the	listener	both	the	words	and	the	music.
			When	you	use	reflective	listening,	you’re	acting	like	a	mirror	to	reflect
back	what	emotions	you	hear.

			Good	listening	habits	help	to	manage	conflict.



CHAPTER	6
YOU	WANT	ME	TO	DO	WHAT?

If	I	want	to	know	how	I’m	doing	at	work,	I	don’t	wait	for	a	pat	on	the	back.	I
ask	the	people	who	will	give	me	a	clear,	objective	opinion.

—Chandra	Wilson

Looking	back,	it	was	a	great	first	day	of	work	for	Violet.	Just	re-entering	the
workforce	after	a	break	to	raise	her	children,	the	job	was	not	very	demanding,
but	there	was	potential	for	more	opportunity.	During	the	interview,	her	manager,
Enrique,	clearly	explained	what	the	job	entailed—its	functions	and	the	tasks	she
would	be	expected	to	perform—and	how	the	job	related	to	others	in	the
department.	On	her	first	day,	he	reinforced	everything	they’d	discussed	in	the
interview	about	her	job	and	the	department,	its	values	of	integrity	and	respect,
and	its	commitment	to	service	for	the	organization’s	patrons.	Coming	out	of	a
staff	meeting	six	months	later,	Violet	reflected	on	how	much	she	admired
Enrique	as	a	manager.	He	lets	you	know	what	he	expects	and	you	always	know
where	you	stand	with	him.	He	also	models	the	values	of	the	department.

Communicate	Early	and	Often
At	the	core	of	many	workplace	conflicts	is	the	lack	of	clear	expectations.	If

people	don’t	understand	what	the	organization,	their	manager,	or	their
teammates	and	peers	expect,	the	results	can	be	confusion	and	conflict.	There	is	a
golden	opportunity	to	set	the	tone	early,	beginning	with	the	interview,	just	as
Enrique	did.	He	set	expectations	for	the	role	and	what	success	in	the	role	looks
like.	The	next	opportunity	is	at	the	beginning	of	the	employment	relationship—
especially	during	the	on-boarding	or	orientation	process—when	the
organization’s	culture	should	be	introduced.	Let	employees	know:	“These	are
our	values,	these	are	the	behaviors	that	reflect	our	values,	and	we	have	zero
tolerance	for	behavior	that	is	contrary	to	our	values,	such	as	harassment,



discrimination,	workplace	bullying,	etc.	Any	type	of	disrespectful	behavior	has
no	place	in	our	workplace.”

	Chapter	11:	What’s	an	Organization	to	Do?
Enrique	continues	to	reinforce	expectations	and	values	both	in	staff	meetings

and	in	individual	meetings	with	his	employees.	During	today’s	staff	meeting,	he
emphasized	the	importance	of	communicating	patrons’	issues	to	management
using	Rita’s	recent	situation.	Rita,	who	serves	as	a	guide,	noticed	that	a	blind
patron	had	a	preference	for	using	the	stairs	rather	than	the	elevators	which	is
marked	in	Braille.	As	a	guide,	Rita	knows	that	she	has	to	respect	the	patrons’
wishes	and	not	try	to	persuade	them	to	take	another	course,	in	this	case	the
elevator.	However,	she	let	Enrique	know	so	he	could	take	action	to	get	the	stairs
marked	in	Braille	as	well.	The	blind	patrons	were	served	with	dignity	and
respect!	Enrique	took	this	opportunity	to	give	accolades	to	Rita	for	the	way	she
handled	the	situation.

Clear	expectations	establish	an	understanding	about:

			What	an	employee’s	job	entails,	such	as	its	functions	and	tasks.
			How	the	job	supports	the	goals	and	values	of	the	organization.
			Why	the	job	is	important	and	how	it	supports	other	jobs	in	the
organization.

			What	good	job	performance	means:	successful	outputs	and	results.
			The	impact	of	good	performance	on	others,	the	organization,	and	its
stakeholders.

Remember	that	words	can	have	different	meanings.	Be	sure	to:

			Speak	clearly.
			Define	terms.
			Avoid	jargon.
			Check	for	understanding.

Expectations	Equal	Accountability
Last	month’s	staff	meeting	was	a	different	story,	however.	Because	she	was



Last	month’s	staff	meeting	was	a	different	story,	however.	Because	she	was
new,	Violet	didn’t	have	any	past	experience	with	it,	but	there’d	been	a	change	in
how	the	paid	time	off	policy	would	be	applied	and	it	had	a	negative	impact	on
most	of	the	part-time	staff	in	the	department.	To	his	credit,	Violet	thought,
Enrique	explained	the	problem	in	a	very	straightforward	and	factual	manner.	He
explained	the	policy	and	how	he	had	allowed	it	to	be	misapplied.	He	apologized
for	his	role	in	the	misinterpretation	of	the	policy	and	acknowledged	the	negative
impact	it	would	have	on	the	staff.	He	was	empathic	toward	the	staff,	yet	clear
that	going	forward	the	policy	would	be	applied	as	it	was	intended.	He	explained
that	the	policy	set	certain	standards	to	which	everyone	was	expected	to	adhere.
He	recognized	that	there	had	been	an	oversight	on	his	part	in	the	past	and	was
accountable	for	his	error.	He	took	responsibility.	During	lunch	after	the	meeting,
some	of	her	coworkers	were	complaining	about	the	policy	and	Enrique.	Violet
took	the	opportunity	to	tell	them	about	her	friend	Angelia.

Angelia	has	been	working	at	her	current	job	for	two	years.	She	recently
completed	a	report	using	the	criteria	and	standard	format	that	had	been
established.	Her	boss	called	her	out	on	it,	telling	her	that	what	he	wanted	wasn’t
in	the	report.	When	she	asked	what	was	missing	or	wrong,	he	told	her	she	should
know	and	provided	no	further	direction	or	details.	This	had	happened	in	the	past
to	both	Angelia	and	another	coworker.	The	next	day	in	a	staff	meeting,	the	boss
advised	in	very	general	terms	that	reports	needed	to	be	completed	correctly.	He
provided	no	specific	details	or	examples.	Angelia	is	frustrated.	The	established
standards	were	not	being	honored,	she	received	no	specific	details	on	how	her
report	could	have	been	improved,	and	her	boss	chose	to	provide	a	vague
description	of	expectations	that	no	one	on	the	staff	understood!	Enrique,	Violet
pointed	out,	lives	up	to	the	expectations	that	he	sets	for	everyone—integrity	and
respect.	On	the	other	hand,	Angelia’s	boss	doesn’t	even	honor	the	standards	that
have	been	set	for	certain	tasks	within	the	department.

Leo	is	a	supervisor	in	a	pharmaceutical	manufacturing	company.	Derrick
failed	to	follow	a	quality	process.	When	Leo	quietly	points	it	out,	Derrick
becomes	defensive.	Leo	responds	immediately	by	calling	a	relief	worker	to	take
over,	and	brings	Derrick	into	his	private	office,	where	he	quietly	reviews	the
process,	explaining	why	it	exists,	and	the	consequences	for	not	following	it.	The
process	is	a	fair	procedure—an	objective	criterion—based	on	standards	drawn
from	scientific	judgment	and	the	common	interest	of	the	community.	The
process	and	standards	are	reviewed	early	and	often	in	the	employment
relationship,	and	employees	are	expected	to	adhere	to	them.	Leo	holds	himself
and	his	department	accountable	to	those	standards,	unlike	Angelia’s	boss	who
often	disregards	the	standards.



	Chapter	7:	Don’t	Draw	a	Line	in	the	Sand!
Consider	another	situation	where	an	employee,	Chris,	made	a	commitment	to

attend	an	important	meeting	and	missed	it.	His	boss	thinks	he	missed	it	on
purpose.	He	calls	Chris	aside	privately	and,	like	Leo,	describes	what	was
expected	and	what	was	observed.	“Chris,	I	noticed	that	you	missed	the	meeting
you	agreed	to	attend.	What	happened?	Did	you	run	into	a	problem	of	some
kind?”1	Commitments	are	a	type	of	expectation,	agreements	that	individuals
make	to	each	other.	When	commitments	are	broken	and	accountability	is	not
taken,	conflicts	arise.	Chris’s	boss	pointed	out	the	broken	commitment	in	a	non-
confrontational	manner,	similar	to	Leo’s	approach.

Motivation	or	Ability?
If	expectations	aren’t	being	met,	is	it	because	the	individual(s)	can’t	or	won’t

meet	them?	In	other	words,	is	it	a	problem	with	motivation	or	ability	or	possibly
both?	If	the	individual	could	perform	as	expected,	in	fact	has	performed	in	the
past,	but	does	not	do	so	now,	he	may	lack	the	desire	or	motivation	to	perform
according	to	expectations.	On	the	other	hand,	if	the	individual	wants	to	perform
as	expected,	but	fails	to	do	so,	then	she	may	lack	the	knowledge	or	skill	to
perform	according	to	standards.

If	motivation	is	at	the	root	of	the	issue,	the	challenge	becomes	changing
behavior.	Pointing	out	the	consequences	of	the	behavior	is	a	critical	step.	If	the
individual	understands	the	consequences,	changes	to	his	or	her	behavior	will
likely	follow.

If	motivation	is	the	problem,	consider	the	following	questions:

			How	do	you	go	about	motivating	others	to	change	their	behavior?
			How	do	you	get	people	to	understand	that	their	existing	view	of	the
consequences	is	either	inaccurate	or	incomplete?2

One	of	Leo’s	colleagues,	Bruce,	is	having	a	difficult	time	with	his	assistant,
Leah.	She	is	constantly	making	mistakes,	especially	when	it	comes	to	updating
his	appointments.	When	he	sits	down	to	talk	with	her,	Bruce	explains	that	her
errors	are	causing	more	work	for	the	other	assistants.	“I’m	sure	it’s	a	hassle	to
double-check	appointments	when	you	enter	them,	but	our	current	error	rate	is	so
high	that	the	assistants	in	the	other	departments	are	calling	me	to	ask	for



confirmation.	I	worry	if	your	reputation	here	is	going	to	be	hurt	if	we	can’t	solve
this.”3

Bruce	takes	it	one	step	further.	He	ties	his	expectations	of	Leah’s	work	to	the
company’s	values.	As	a	pharmaceutical	company,	quality	is	highly	valued,	not
only	in	the	manufacturing	process,	but	throughout	the	organization.	Bruce
reviews	the	expectations	of	quality	for	the	administrative	staff	that	Leah	is	not
meeting:

			The	ability	to	produce	work	products	accurately	and	free	of	errors.
			The	ability	to	recognize	and	correct	errors.
			The	ability	to	proofread	and	check	your	work	and	be	attentive	to	detail.

Bruce	did	two	very	important	things	in	this	conversation.	He	explained	the
consequences	of	Leah’s	behavior	and	its	impact	on	others,	and	he	reviewed	his
expectations,	which	were	based	on	company	standards	and	values.	Behavioral
expectations	provide	a	means	for	objective	evaluation	that	minimizes	bias	and
provides	meaningful	information.4

Expectations	based	on	performance	standards	are	powerful	in	diffusing	an
argument	and	stopping	a	conflict	in	its	tracks.	June	described	a	situation	with	an
applicant	who	had	taken	and	failed	a	data	entry	test	several	times	because	her
error	rate	exceeded	the	standard.	English	was	not	the	applicant’s	first	language,
and	she	had	difficulty	understanding	why	she	wasn’t	hired.	Her	irate	husband
called	in	screaming	at	June,	threatening	to	go	over	her	head	and	call	the
company’s	president.	June	waited	for	the	chance	to	responds	then	calmly
explained	the	criteria	against	which	his	wife’s	performance	was	measured.	After
a	long	pause,	he	apologized;	he	now	understood.	June	neutralized	his	behavior
and	its	impact.	Rather	than	react,	she	took	away	his	stick—his	perceived	power
and	desire	to	go	over	her	head	to	the	president—by	providing	the	facts.5

If	it’s	ability,	rather	than	motivation,	the	challenge	becomes	improving
performance	through	training	or	coaching.	Consider	Yusuf’s	dilemma.	He’s	new
to	the	organization	and	quickly	realizes	that	Shelton	is	an	average-to-poor	writer.
When	he	sits	down	to	talk	with	him,	Shelton	becomes	very	defensive	stating	that
he	never	received	negative	feedback	about	his	writing	skills	from	his	former
manager,	Warren.	He	shuts	down,	refusing	to	acknowledge	or	respond	to	any	of
Yusuf’s	further	comments.	During	lunch,	Shelton	vents	to	his	colleague	about
how	unfair	Yusuf	is	being.	After	all,	their	former	manager	was	always	satisfied
with	his	work.	His	colleague	confides	that	Warren	often	rewrote	some	of
Shelton’s	work	because	Warren	was	a	non-confrontational	type.	He	tells	Shelton
he	agrees	with	Yusuf	that	Shelton’s	writing	is	mediocre.



Yusuf,	in	the	meantime,	realizes	that	he	has	inherited	a	problem	that	was
probably	never	addressed	in	the	past.	Although	Shelton’s	writing	is	barely
acceptable,	it’s	not	beyond	help.	There	is	still	an	opportunity	for	improvement.
He	asks	himself	a	number	of	questions,	including:

			What	are	the	specific	facts	of	this	performance	issue?
			Am	I	approaching	this	situation	with	the	goal	of	creating	an	opportunity
for	this	employee	to	be	successful	in	the	future?6

Realizing	that	Shelton	has	been	operating	under	the	illusion	of	competency
for	quite	some	time,	Yusuf	needs	to	create	an	opportunity	for	Shelton.	He	calls
HR	for	advice	and	information	about	the	company’s	educational	assistance
program	and	individual	development	and	improvement	processes.

The	next	time	they	meet,	Yusuf	thanks	Shelton	for	coming	to	this	meeting
with	an	open	mind	and	acknowledges	that	Shelton	was	probably	caught	off
guard	by	his	feedback	at	the	last	meeting.	He	emphasizes	that	his	expectations
are	different	from	Warren’s	and	reviews	his	expectations	with	Shelton.	He
provides	examples	of	Shelton’s	writing	that	don’t	meet	these	expectations.
Finally,	he	suggests	that	they	work	on	a	plan	together	to	help	Shelton	strengthen
his	skills	and	improve	his	performance.	After	some	discussion,	they	agree	on	the
following:

			Shelton	will	allow	more	time	for	planning	and	revising	his	writing
assignments.

			Yusuf	or	a	designated	colleague	will	review	Shelton’s	drafts	and	provide
constructive	feedback.

			A	writing	coach	will	be	identified	to	work	with	Shelton	and	the	company
will	pay	the	cost.

			Shelton	will	work	with	the	coach	on	his	own	time	for	a	90-day	period.

Here	are	some	hallmarks	of	effective	performance	appraisals:

			Active	employee	participation.
			A	positive	attitude.
			Mutual	problem	solving.
			Mutual	goal	setting.
			Clear	examples.7

Although	the	approach	and	challenge	to	addressing	a	motivational	issue



Although	the	approach	and	challenge	to	addressing	a	motivational	issue
rather	than	an	ability	issue	may	vary,	they	both	have	one	thing	in	common:
Expectations	aren’t	being	met.

Raised	Expectations
Sometimes	expectations	are	not	explicit	but	rather	implied	because	of	certain

actions	or	events.	Dante	has	been	with	the	organization	since	it	began	and	has
shared	in	its	growth.	He’s	done	a	great	job	as	the	accounting	director	and	has
always	received	positive	feedback.	He	aspires	to	become	CFO	and	has	an
expectation	that	he’ll	be	considered	for	that	role	when	it	becomes	available.	The
CEO	has	a	discussion	with	Dante	explaining	that	although	he	has	good
accounting	skills	and	has	been	successful	in	his	current	role,	he	needs	to	gain
more	finance	experience.	They	work	out	a	development	plan	to	prepare	Dante
for	a	future	promotion.

You	place	job	listings	and	recruitment	advertisements	soliciting	job
candidates	and	you	receive	resumes.	You	solicit	a	service	provider	or	consultant
and	receive	proposals.	Though	you	can’t	choose	them	all,	you’ve	raised
expectations	that	they’ll	at	least	receive	a	response.	Of	course,	you	notify	the
successful	candidates,	but	what	about	the	unsuccessful	ones?	Be	respectful	of
people’s	time	and	efforts	and	close	the	loop;	let	the	unsuccessful	candidates
know	they	were	not	selected.

Don’t	create	a	ball	of	confusion.	Max	always	assigned	tasks	to	his
staff.	When	they	gave	the	completed	assignment	to	him,	he’d	ask,
“Why	are	you	giving	me	this?”	They	learned	not	to	start	the	task	until
he	asked	for	it	several	times.

The	Right	Approach
Violet	was	surprised	to	hear	that	some	of	her	coworkers	thought	that

Enrique’s	approach	in	describing	the	policy	change	was	too	blunt.	She
interpreted	it	as	factual	and	direct.	What	is	the	right	approach	and	can	you	use
the	same	approach	with	everyone?	In	a	Harvard	Business	Review	article,	“How
to	Coach,	According	to	5	Great	Sports	Coaches,”	different	approaches	are
discussed.	Sir	Alex	Ferguson,	coach	of	Manchester	United,	says	that	“few
people	get	better”	with	criticism;	most	respond	to	encouragement	instead.”
American	football	coach	Bill	Parcells,	famous	for	turning	around
underperforming	teams,	prefers	brutal	honesty,	saying,	“You	have	to	tell	them



the	truth	about	their	performance,	you	have	to	tell	it	to	them	face-to-face,	and
you	have	to	tell	it	to	them	over	and	over	again.”

A	more	balanced	approach	comes	from	Bill	Walsh,	the	business-like	coach
of	three	Super	Bowl-winning	1980s	San	Francisco	49ers	football	teams.	He
compared	two	of	his	most	famous	quarterbacks,	Joe	Montana	and	Steve	Young,
who	were	at	opposite	ends	of	the	spectrum	and	adapted	his	style	to	meet	their
individual	needs.	He	was	careful	to	nurture	Joe	to	use	his	instincts,	whereas	he
had	to	work	with	Steve	to	be	disciplined	enough	not	to	overuse	his	instincts	and
stay	within	the	framework	of	what	the	team	was	doing.	Bela	Karolyi,	the
gymnastics	coach,	also	tailored	his	approach	to	the	situation.	“Criticism	and
encouragement	have	to	be	alternated	and	used	at	the	right	time	and	in	the	right
situation.”8

Both	Bill	Walsh	and	Bela	Karolyi	were	implementing	the	Hersey/Blanchard
Situational	Leadership	Model.	Ken	Blanchard	and	Paul	Hersey	based	their
model	on	the	theory	that	instead	of	using	just	one	style,	successful	leaders
change	their	leadership	styles	based	on	factors	such	as	the	situation,	the	details
of	the	task,	and	their	relationships	with	the	people	they	are	leading.	The	four
main	leadership	styles	are	telling	(or	directing),	selling	(or	coaching),
participating	(or	supporting),	and	delegating.9

	Appendix:	Hersey/Blanchard	Situational	Leadership	Model
To	his	credit,	Enrique	took	the	time	to	know	his	staff	members	and	he	often

took	different	approaches	with	different	individuals.	However,	in	the	staff
meeting	when	he	discussed	the	paid	time	off	policy,	he	used	the	approach	he	felt
best	met	the	situation	directing.	He	had	to	make	a	decision	and	provide	specific
instructions.

Confronting	the	Boss
The	Situational	Leadership	Model	can	be	applied	to	conflict	management,

and	you	need	not	have	a	formal	title	of	“leader”	to	apply	it.	An	individual	can
lead	from	any	chair.	Regardless	of	their	position	in	the	organization,	they	can
effectively	manage	conflict.

Sandy	works	for	Boris,	a	micromanager.	She	proposes	a	new	process	to	him
that	will	allow	invoices	to	be	prepared	in	a	more	efficient	manner,	but	it	means
that	he’ll	have	to	relinquish	some	control	to	Sandy.	It	worked	for	a	few	days
until	he	began	hovering	over	Sandy’s	desk,	checking	and	rechecking	her	work;
fearful,	Sandy	suspected,	that	she’ll	make	a	mistake.	Although	Sandy	is



uncomfortable	confronting	Boris,	she	knows	he	wants	a	take-charge	person,
someone	who	is	firm	and	declarative.	It	is	not	Sandy’s	nature	to	be	direct,	but
she	understands	that	this	is	the	way	Boris	wants	to	be	treated.	As	difficult	as	it	is
for	Sandy,	she	suggests	to	Boris	that	he	let	her	do	her	work	without	interference
so	she	can	finish	in	a	timely	manner.	This	will	give	him	more	time	to	spend	on
other	projects.	If	after	two	weeks	the	new	process	is	not	working	or	if	she’s
making	mistakes,	then	they	can	decide	together	on	a	new	course	of	action.	If	her
work	is	relatively	error-free,	it	will	be	much	easier	for	both	of	them.10

Remember	Claire	and	Jacob	from	Chapter	4?	She	needs	to	confront	Jacob	in
order	to	set	some	expectations,	but	she	knows	that	she	needs	to	do	it	in	a	manner
to	which	he’ll	respond	and	respect.	Jacob	came	from	a	very	hierarchical
organization	where	the	chain	of	control	trumped	all	other	factors.	The
organization	where	they	both	work	now	has	a	matrix	structure	and	reporting
relationships	are	more	fluid.	However,	even	in	a	matrix	structure,	order	and
discipline	are	valued.	That’s	the	hook	she’ll	need	to	use	to	get	his	attention.

When	she	approaches	Jacob	and	requests	a	meeting,	he’s	aloof	and
indifferent,	but	nevertheless	agrees.	She	begins	by	explaining	that	she	was	on	a
weekly	status	call	with	the	client	and	that	he	interrupted	her	at	a	pivotal	moment
when	she	was	giving	her	update.	She	explains	the	impact	his	behavior	had	on
her:	It	was	difficult	for	her	to	concentrate	while	he	paced	in	her	office	and	she
was	concerned	that	the	client	would	perceive	her	as	hesitant	and	unprepared.	If
they	perceived	she	was	not	confident,	would	they	think	she	lacked	the	discipline
for	this	rigorous	project?	Claire	had	assumed	the	role	of	leader	and	was
employing	the	directive	style.

As	Jacob	responds	to	Claire,	she	switches	her	leadership	style	to	selling	as
she	explains	how	their	organization	is	structured	and	operates.	In	this	matrix
structure,	she’s	accountable	to	the	client,	to	the	project	leader,	and	to	him,
stressing	that	their	clients	value	order	and	discipline	from	the	firm	as	their
service	provider.	Acknowledging	that	this	environment	is	different	than	the	ones
in	which	he’s	used	to	working,	Claire	switches	her	style	once	again	to	be
participating	and	suggests	that	they	collaborate	to	set	mutual	expectations	for
working	with	each	other.	Jacob	agrees	and	asks	if	they	can	set	a	meeting	for	the
next	day	so	he	has	some	time	to	prepare.

Expectations	play	a	critical	role	in	conflict	management.	Setting	and
adhering	to	expectations	can	prevent	a	conflict	or	keep	it	from	escalating.
Expectations	provide	a	set	of	standards	and	make	people	accountable	and	help
maintain	constructive	relationships	at	work.	When	expectations	are	not	met,
facts	should	be	presented	showing	how	the	behavior	or	performance	didn’t
measure	up,	diffusing	any	potential	confrontation	by	making	it	difficult	to	refute



measure	up,	diffusing	any	potential	confrontation	by	making	it	difficult	to	refute
the	facts.	Take	the	initiative	to	make	things	better	and	lead	by	example.

Essential	Tips
			People	want	to	know	what’s	expected	of	them.	Tell	them	early	and	tell
them	often.

			Be	accountable	for	the	expectations	you	set	and	hold	others	accountable	as
well.

			Change	behavior	by	pointing	out	natural	consequences—the	impact	of	the
actions	on	others.

			Expectations	can	be	implied	as	well	as	expressed.	When	you’ve	raised
expectations	through	your	actions,	don’t	keep	people	hanging.	Close	the
loop.

			Adjust	your	leadership	style	to	the	situation	and	the	people	involved.
			Don’t	be	afraid	to	lead	from	any	chair	in	the	organization.



CHAPTER	7
DON’T	DRAW	A	LINE	IN	THE	SAND!

I	don’t	know	exactly	where	ideas	come	from,	but	when	I’m	working	well,
ideas	just	appear.	I’ve	heard	other	people	say	similar	things—so	it’s	one	of	the
ways	I	know	there’s	help	and	guidance	out	there.	It’s	just	a	matter	of	figuring
out	how	to	receive	the	ideas	or	information	that	are	waiting	to	be	heard.

—Jim	Henson

It’s	time	for	performance	appraisals	and	salary	decisions.	Ron,	the	manager,
comes	to	talk	to	Celine,	the	HR	director,	about	one	of	his	employees,	Megan,
whom	he	describes	as	an	outstanding	performer.	Ron	proposes	giving	her	a	7-
percent	increase	because	she’s	a	“hard	worker.”	Celine	responds	that	the	salary
increase	budget	is	3	percent	this	year	and	that	if	he	exceeds	that	for	one
employee,	he’ll	have	to	take	it	away	from	someone	else,	assuming	he	wants	to
give	everyone	a	3-percent	increase.	Ron	proposes	that	Celine	meet	him	halfway,
split	the	difference,	and	give	Megan	a	5-percent	increase,	thinking	to	himself
that	if	Celine	agrees,	that’s	more	than	the	4.5	percent	he	originally	was	going	to
propose.	He	sits	back	in	the	chair	thinking	that	he’s	done	a	good	job	negotiating
this	deal.

Was	what	Ron	doing	negotiating,	or	was	he	merely	bargaining	from	a
position?	Was	he	solving	the	issue	of	recognizing	his	outstanding	performer?	In
their	book,	Getting	to	Yes,	Roger	Fisher	and	William	Ury	present	a	four-step
process	for	negotiating	issues:

			“Separate	the	people	from	the	problem.
			Focus	on	interests,	not	positions.
			Create	options.
			Insist	on	using	objective	criteria.”1

When	you’re	in	a	conflict,	you’re	problem	solving.	You’re	identifying,
addressing,	and	resolving	issues	just	as	you	are	in	a	negotiation.	The	same	four-
step	process	applies.	The	people	issues	involved	in	conflict	and	problem	solving



step	process	applies.	The	people	issues	involved	in	conflict	and	problem	solving
have	been	explored	in	earlier	chapters.	We’re	going	to	take	a	look	at	the	rest	of
the	steps	in	the	process	in	this	chapter.

Focus	on	Interests,	Not	Positions
A	position	is	a	stand	we	take	in	an	argument,	negotiation,	or	conflict.	It	is

what	we	demand	from	the	other	person(s).	Interests	are	what	we	really	want:	our
needs,	desires,	and	concerns.	When	positions	become	the	focus	of	the	conflict,
the	problem	can	get	covered	up	along	with	any	useful	solution.

Consider	the	following:
Dale’s	boss	makes	the	following	statement	to	him:	“This	is	not	the	type	of

work	I’m	used	to	seeing	from	you.	Maybe	the	project	needs	to	be	assigned	to
someone	else.”2	Dale’s	boss	is	obviously	not	pleased,	but	what	is	his	true
interest?	Does	he	really	want	to	take	the	project	from	Dale,	or	is	that	the	position
he	is	taking?	Isn’t	what	he	needs	Dale	to	do—his	interest—is	to	improve	his
work?

Lenora	is	feeling	a	great	deal	of	pressure	now	that	her	daughter	is	in	grade
school	and	becoming	more	involved	in	activities.	Lenora’s	husband	travels
frequently	for	his	job,	leaving	her	with	the	primary	responsibility	of	getting	their
daughter	to	and	from	child	care	before	and	after	school.	She	enjoys	her	job	and
the	company	she	works	for,	but	she’s	considering	leaving	and	looking	for	part-
time	work.	That’s	the	position	she’s	leaning	toward,	but	her	underlying	interest
is	to	have	more	flexibility	and	strike	a	good	work-life	balance.

Lixin	is	a	Web	developer	whose	performance	has	been	good,	but	she	needs
more	growth	opportunity.	She	is	placed	onto	a	new	project	that	gives	her	the
chance	to	develop	new	skills	necessary	to	advance.	Brad,	her	supervisor,	has
received	feedback	from	Arne,	the	project	leader,	about	Lixin’s	interaction	with
the	new	client.	Arne	indicated	that	Lixin’s	communication	skills	are	poor	and
that	she	doesn’t	come	to	meetings	prepared	to	discuss	items	on	the	agenda.	He’s
hinting	that	he	wants	her	off	the	project	because	she’s	a	poor	reflection	on	the
team.	Brad	is	adamant	that	he	wants	Lixin	to	stay.	From	past	experience,	he
knows	she’s	always	prepared	and	has	no	trouble	communicating.

In	any	conflict,	think	about	what	your	interest	is	and	then	separate	your
position	from	your	interest.	In	other	words,	don’t	draw	a	line	in	the	sand!	Be
able	to	articulate	your	interest	or	interests	to	yourself	and	to	the	others	involved,
and	to	explain	why	it’s	important	to	you.	Be	excited	about	your	interests	and
make	them	come	alive.	When	you	discuss	them	with	the	others,	be	specific	and
give	good	information.	Making	your	interests	come	alive	will	increase	the



give	good	information.	Making	your	interests	come	alive	will	increase	the
likelihood	that	the	other	side	will	agree	that	your	interests	are	important.	It	will
help	to	move	the	discussion	away	from	positions.

Trying	to	determine	and	articulate	your	interests	to	yourself	is	often	the	first
battle	you	have	in	a	conflict.	This	may	be	a	good	time	for	you	to	go	to	the
balcony.	In	negotiations,	the	balcony	is	often	used	as	a	metaphor	for	a	detached
state	of	mind	where	you	can	see	a	scene	clearly	from	afar.	It’s	a	place	of
perspective,	calm,	and	clarity.3	Going	to	the	balcony	is	a	technique	often	used
when	you	need	to	take	time	out,	for	example,	when	you’re	in	a	heated	argument.
Remember	Victor	from	Chapter	4.	He	wanted	to	take	a	break,	cool	off,	and	have
some	time	to	reflect.	The	balcony	can	also	be	a	place	you	go	to	in	order	to
prepare	before	you	even	enter	a	discussion	or	bring	up	an	issue	that	could	lead	to
conflict.	It	gives	you	the	opportunity	to	assess	and	evaluate	the	situation
objectively,	just	like	an	outside	party	might	do.

When	you	give	yourself	the	time	to	reflect	on	your	interests,	you	also	want	to
be	thinking	about	the	interests	of	the	other	side.	In	Chapter	2	we	discussed
learning	more	about	the	other	person	so	we	can	better	understand	their	story.

	Chapter	2:	Why	Can’t	Everyone	Be	Like	Me?
If	you	take	the	time	to	look	at	the	situation	from	their	perspective,	to	stand	in

their	shoes,	it	will	give	you	the	opportunity	to	contemplate	what	they	really
want;	that	is,	their	interests.	Think	about	the	position	they’ve	taken	and	then	ask
yourself	why	they	might	be	making	this	demand.	What	might	it	be	that	they
really	want?	Underlying	your	interests	and	their	interests	are	both	individuals’
needs	and	values.	If	you	can	gain	a	mutual	understanding	of	those	interests,	a
better	understanding	of	each	other’s	story,	you	can	begin	to	make	informed
decisions	and	be	better	equipped	to	create	options	to	resolve	the	conflict.

Remember	Jack	and	Kate	from	Chapter	2?	They	were	part	of	a	team
that	develops	products.	Jack	will	promise	anything	to	make	the	client
happy	and	Kate	is	most	concerned	with	product	excellence.	They
usually	argue	from	their	positions:	relationships	vs.	quality.	Beyond
their	positions,	their	shared	interest	is	customer	satisfaction.

When	Brad	sits	down	to	talk	with	Lixin	to	discuss	the	feedback	he	received
from	Arne,	he	learns	that	she’s	upset,	but	not	surprised	at	the	feedback.	She
recognizes	that	the	assignment	is	a	stretch	for	her	and	it’s	the	first	time	she’s	had



the	opportunity	to	interact	directly	with	a	client.	However,	she’s	receiving	little
guidance	from	Arne	and	often	hears	about	client	meetings	at	the	last	minute,
giving	her	no	time	to	prepare.	That’s	why	she’s	communicating	so	poorly,	and
she	knows	it’s	a	bad	reflection	on	the	team	and	the	project.	She’s	frustrated	that
she’s	not	being	given	the	visibility	or	level	of	technical	responsibility	she
expected.	She	can’t	work	with	Arne	and	wants	to	be	reassigned.

Brad	quickly	realizes	that	there	are	a	number	of	issues	involved	in	this
situation.	He	has	to	separate	them	and	then	determine	what	everyone	may	want.
Both	he	and	Lixin	are	interested	in	developing	her	technical	skills—one	mutual
interest.	Brad,	Lixin,	and	Arne	all	want	the	project	to	be	a	success—another
mutual	interest.	However,	Brad	is	not	certain	if	Arne	has	a	more	primary
interest,	namely	using	this	assignment	to	advance	his	own	career.	If	that’s	the
case,	he’ll	have	to	deal	with	that	issue	separately.	Isolating	the	issues	and	the
interests	associated	with	each	will	help	Brad	address	these	conflicts.

	Appendix:	Position	vs.	Interest—An	Exercise
Let’s	go	back	and	see	how	Ron	and	Celine	are	doing.	As	Ron	sits	back

smugly	in	his	chair,	Celine	is	thinking	that	there	are	budget	constraints	and
published	guidelines	for	managers	to	adhere	to	in	making	salary	decisions.	She
wants	to	be	fair	to	everyone—that’s	her	interest.	Ron	has	already	made	it	clear
that	he	wants	to	give	Megan	a	much	larger	raise	and	not	take	money	away	from
other	employees	in	order	to	do	so—that’s	his	position.	Celine	can’t	help	but
wonder	why.	What’s	the	underlying	reason	that	he’s	taking	this	stance?	“Ron,”
she	says,	“I	know	that	you	want	to	be	fair	to	everyone;	so	do	I.	If	I	agreed	to	let
every	manager	do	what	you’re	proposing,	it	would	bankrupt	us.	I	know	Megan’s
a	hard	worker,	but	so	are	your	other	employees.	What’s	really	going	on?”	Ron
confesses	he’s	concerned	that	Megan	may	be	looking	for	another	job	and	he
doesn’t	want	to	lose	her.	She’s	got	very	strong	skills,	takes	the	lead	on	tackling
tough	tasks,	and	gets	along	so	well	with	everyone.	Now	Ron	and	Celine	are	on
the	same	page—their	mutual	interests	are	employee	recognition	and	retention.
Realizing	that	neither	wants	to	lose	Megan,	they	are	ready	to	move	to	the	next
step:	creating	options	for	mutual	gain.

Create	Options
Ron	may	have	thought	he	was	“negotiating”	with	Celine	when	he	suggested

that	she	meet	him	halfway	in	determining	the	raise	to	give	Megan.	However,
problem	solving	is	not	meeting	someone	halfway,	nor	is	it	making	an	either/or
proposition.



proposition.
When	the	people	involved	in	a	conflict	stay	locked	in	their	positions,	they

tend	to	think	that	there	are	only	two	solutions	to	the	problem:	the	one	that’s	good
for	them	and	the	one	that’s	good	for	the	other	person.	This	stifles	any	creative
thinking.	If	you	take	the	approach	that	Ron	did,	splitting	the	difference,	people
are	then	encouraged	to	ask	for	more	than	they	really	want	and	can	make
unreasonable	demands.	In	fact,	that’s	exactly	what	Ron	did.	He	really	wanted	to
give	Megan	a	4.5-percent	increase,	but	he	started	by	asking	for	a	7-percent
increase.

Problem	solving	involves	finding	creative	solutions	that	satisfy	all	identified
interests—mutual	or	otherwise—of	all	the	parties.	When	you	move	the
discussion	away	from	positions	and	start	exploring	interests,	as	Celine	did,	you
recognize	that	there	is	a	mutual	problem	(not	his,	not	hers),	and	your	collective
focus	should	be	solving	that	problem.	Knowing	that	there	was	a	risk	of	losing	a
valued	employee,	Celine	and	Ron	were	able	to	propose	several	options	that
would	recognize	Megan’s	contributions:

			Celine	suggested	giving	Megan	a	combination	salary	increase	of	3	percent
and	an	additional	bonus	of	2	percent.	Because	the	bonus	was	a	one-time
event,	it	wouldn’t	escalate	her	salary	beyond	the	standard.

			Ron	suggested	that	he	could	send	her	to	a	conference	to	represent	the
organization.	This	would	recognize	her	hard	work.

			A	new	project	was	being	awarded	to	the	company	and	Ron	could	assign
Megan	to	it,	which	would	give	her	more	visibility.

As	Rosamund	Stone	Zander	and	Benjamin	Zander	write,	invent
possibilities	by	asking	yourself:	“What	assumption	am	I	making,/That
I’m	not	aware	I’m	making,/That	gives	me	what	I	see?”	And	when	you
have	an	answer,	ask	yourself:	“What	might	I	now	invent,/That	I
haven’t	yet	invented,/That	would	give	me	other	choices?”4

When	Jack	and	Kate	stopped	bickering	and	recognized	that	their	shared
interest	was	customer	satisfaction,	they	were	better	able	to	focus	on	the	client.
They	had	to	determine	the	client’s	interest.	Jack	believed	that	the	client	wanted
the	product	customized	or	tailored	to	its	needs.	Kate	pointed	out	that	if	they	did
this,	it	would	result	in	a	substantial	cut	in	the	company’s	profits	and	Jack’s
commission.	She	saw	two	options	which	she	discussed	with	Jack:

			If	the	client	wants	a	customized	design,	are	they	willing	to	pay	a	higher



price	for	the	additional	costs	associated	with	tailoring	the	product	to	their
specific	needs?

			Would	the	customer	be	willing	to	explore	a	solution	using	off-the-shelf
components	that	would	give	them	a	customized	product	for	their	needs
without	incurring	the	significant	cost	increase?

Too	often	problem	solving	is	done	in	an	unfocused	way.	Emotions	take	over
or	solutions	are	offered	before	interests	are	clearly	identified.	Remember	the
discussions	in	Chapter	4	about	having	effective	conversations	and	getting	and
giving	good	information?

Celine	and	Kate	both	took	the	opportunity	to	go	to	the	balcony	and	cleared
their	heads	to	gain	the	perspective	they	needed	to	see	options	from	an	unbiased
viewpoint.	When	Celine	did	it	and	started	presenting	options	to	Ron,	it	sparked
his	creativity.	Her	focus	brought	him	into	focus.	Whether	she	realized	it	or	not,
Celine	started	a	brainstorming	session	with	Ron.

Brainstorming	is	an	excellent	technique	to	use	to	create	options	and	engage
in	imaginative	thinking.	In	brainstorming,	anything	goes	and	any	idea	is
acceptable.	For	brainstorming	to	be	successful	the	people	involved	must	agree
on	the	problem	to	be	addressed;	multiple	problems	or	interests	may	require
separate	brainstorming	sessions.	Everyone	has	to	agree	to	the	following
guidelines:
1.			Any	and	all	ideas	are	encouraged,	no	matter	how	unconventional	or	wild

they	may	appear.	The	objective	is	to	generate	as	many	ideas	as	possible.
2.			No	idea	is	criticized	or	evaluated	during	the	process.	This	is	the	Golden

Rule	of	brainstorming.	Evaluating	the	ideas	comes	later.
3.			All	ideas	that	are	offered	are	written	down.	Nothing	is	discounted	or

ignored.
After	the	brainstorming	session,	useful	ideas	can	be	highlighted	and

discussed.	This	can	occur	in	another	meeting.
Brad	met	with	both	Lixin	and	Arne	separately.	Confident	that	the	issue	they

had	in	common	was	client	satisfaction,	he	then	brought	them	together	for	a
brainstorming	session.	He	reviewed	the	guidelines	for	the	session	and	asked
them	to	each	state	the	problem	as	they	saw	it.	They	were	all	in	agreement	that
they	wanted	to	ensure	the	project’s	success	and	deliver	a	quality	solution	to	the
client.	Here	are	some	of	the	ideas	that	they	generated:

			More	frequent	team	meetings	to	provide	status	updates	and	briefings
regarding	information	Arne	had	received	from	his	daily	meetings	with	the
client.



			Daily	e-mail	updates	from	Arne	to	the	team.
			Bi-weekly	meetings	between	Lixin	and	Arne	to	discuss	technical	details
and	feedback.

			Weekly	meetings	between	Brad	and	Arne	regarding	team	performance	and
individual	member	performance.

			Coaching	sessions	between	Brad	and	Arne	to	develop	his	people
management	skills.

			Allow	Lixin	to	attend	client	meetings	with	Arne	so	she	can	have	firsthand
information	and	better	understand	the	client’s	needs.

			Meetings	between	Lixin	and	Arne	prior	to	client	presentations	so	he	can
critique	her	reports	and	provide	feedback.

			Assign	Lixin	to	work	with	another	team	member	in	a	peer-to-peer
mentoring	arrangement.

Brad	is	pleased	that	so	many	good	ideas	were	generated.	Just	as	he	had
hoped,	there	were	several	options	that	could	work	rather	than	opposing	options
and	points	of	view.	He	asks	that	they	all	break	for	a	few	hours	and	come	back	in
the	afternoon	so	they	can	begin	evaluating	the	ideas	and	come	up	with	some
good	alternatives.	He	knows	that	there	are	other	interests	he’ll	have	to	work	on
with	Lixin	and	Arne	independently,	but	this	brainstorming	session	has	been	a
real	breakthrough.

Objective	Criteria
The	last	step	in	the	process	of	coming	up	with	a	solution	to	the	problem	or

conflict	is	to	identify	objective	criteria	against	which	options	and/or	potential
solutions	can	be	evaluated.	Objective	criteria	are	independent	of	each	person’s
will,	and	are	practical,	relevant,	and	legitimate.	How	do	you	develop	and	use
objective	criteria?	Think	in	advance	about	fair	standards	and	fair	procedures.
Fair	standards	are	based	on	things	such	as	market	value,	precedent,	professional
standards,	scientific	judgment,	or	equal	treatment.5	Safety	or	quality	standards
are	examples	of	fair	and	independent	standards.	Objective	criteria	can	also
include	precedent,	efficiency,	and	costs.

Ivan	calls	HR	about	Vanessa	who’s	been	missing	time	at	work.	She’s
been	coming	in	late	and	leaving	early	to	visit	with	her	grandmother,
who’s	in	the	hospital.	Although	she	didn’t	raise	her,	Vanessa	is	very
close	to	her	grandmother,	who	needs	emotional	support	right	now.
Ivan	wants	to	submit	the	paperwork	to	put	Vanessa	on	a	family



Ivan	wants	to	submit	the	paperwork	to	put	Vanessa	on	a	family
medical	leave.	Perry,	the	HR	manager,	explains	that	the	situation
doesn’t	meet	the	standards	in	the	law.	Whereas	family	medical	leave	is
available	to	care	for	a	spouse,	parent,	or	child	but	generally	not	a
grandmother	(fair	standard),	the	organization	could	arrange	for	a	30-
day	personal	leave	if	Vanessa	wanted	to	consider	it	(creative	option).

Meanwhile,	Perry	is	addressing	Jackie’s	concern.	Jackie	protested
providing	forms	completed	by	her	doctor	to	HR	in	order	to	be
considered	for	a	family	medical	leave,	Perry	had	to	explain	to	her	that
the	process	was	in	place	to	ensure	her	right	to	take	the	job-protected
leave	(fair	procedure).

Objective	criteria	should	appeal	and	relate	to	shared	interests	and	shared
standards.	Shared	interests	can	be	common	interests	of	the	larger	community,
such	as	the	company	or	the	industry	in	which	the	company	operates,	as	well	as
the	mutual	interests	of	the	individuals	involved	in	the	conflict.	Objective	criteria
can	be	based	on	shared	standards	or	values,	such	as	equality,	fairness,	integrity,
or	quality.6	Remember	the	discussions	in	Chapter	2	about	culture	and	cultural
variables.	Most	importantly,	the	criteria	must	be	fair	and	reasonable,	and	often
there	are	many	relevant	criteria.	For	that	reason,	you	should	research	in	advance
which	might	best	apply,	show	why	those	criteria	more	favorable	to	you	are	more
relevant,	and	show	why	those	less	favorable	to	you	are	less	relevant.7

Consider	the	following	examples	in	which	fair	and	reasonable	standards
were	applied:

A	small	consulting	firm	had	a	re-occurring	project	with	a	client.	Every	year
when	it	came	time	to	do	the	work,	the	client	would	complain	about	the	price,
which	was	always	the	same,	and	ask	for	a	discount.	The	president	of	the
consulting	firm	had	to	remind	the	client	that	the	price	they	were	being	charged
was	the	same	price	that	other	clients	with	the	same	size	project	were	charged.	If
they	gave	this	client	a	discount,	it	would	not	be	fair	to	all	the	others.

Raphael	had	worked	hard	on	a	paper	presenting	the	findings	from	research
he	had	done	for	a	new	program	his	organization	was	about	to	implement.	He	was
going	to	present	the	paper	at	an	industry	conference.	He	was	approached	by
Sheila,	a	vice	president	in	his	organization,	who	asked	him	if	she	could	present
the	paper	on	behalf	of	the	company	and	be	named	as	a	contributing	author,	even
though	she	was	not	part	of	the	research	team,	nor	had	any	involvement	with	the
program.	His	mind	raced	through	a	multiple	of	possible	responses,	but	he	knew
he	did	not	want	to	compromise	his	values.	He	responded,	“I’m	afraid	I	can’t	do



he	did	not	want	to	compromise	his	values.	He	responded,	“I’m	afraid	I	can’t	do
that.”

Organizations	develop	policies	and	procedures	to	establish	objective	criteria
for	handling	a	wide	range	of	management	issues,	such	as	how	people	are	hired,
paid,	or	promoted,	which	travel	expenses	are	allowable,	and	how	to	procure
outside	goods	and	services,	just	to	name	a	few.	Through	policies	and	practices,
organizations	can	set	a	framework	for	treating	people	with	respect	and	fairness.
Many	times	policies	represent	the	organization’s	response	to	the	external
environment,	such	as	laws	and	regulations,	and	can	offer	a	degree	of	legal
protection	to	the	employer	and	employee	alike.	Policies	should	reflect	the	culture
and	values	of	the	organization,	set	and	communicate	expectations,	and	assure
consistency	in	the	way	people	are	treated.8

When	Lenora	comes	rushing	into	the	office	late	one	morning,	her	stress	is	at
a	high	level.	Her	daughter	was	especially	cranky	this	morning	and	they	were	late
leaving	the	house.	Her	boss,	Angela,	can’t	help	but	notice	her	tension	and	comes
to	see	what	the	problem	is.	Lenora	confesses	she	needs	more	balance	in	her	life
and	is	looking	for	part-time	work.	Angela	is	concerned	and	they	begin	to	talk
through	options.	The	company	is	going	to	start	a	pilot	telecommuting	program	in
just	a	few	weeks	and	Angela	thinks	that	Lenora	would	be	a	good	candidate
because	she	meets	the	criteria	for	the	program.	The	nature	of	her	job	is	fairly
independent,	and	she	can	connect	virtually	with	others	in	the	office.	Lenora	is
self-motivated,	has	good	time	management	skills,	is	familiar	with	the	work	and
the	company,	and	is	a	valued	eorgamployee.9	Although	she	can’t	guarantee	that
this	will	be	a	permanent	solution,	Angela	encourages	Lenora	to	seriously
consider	this.	They	need	employees	like	Lenora	to	make	the	program	a	success.
Lenora	quickly	realizes	that	she’s	fortunate	to	work	in	a	job	and	in	an	industry
where	flexibility	can	be	offered.

Lela	had	decided	to	strike	out	on	her	own	and	do	freelance	work.
When	she	received	a	call	from	her	former	boss	asking	if	she’d	be
available	for	a	project,	Lela	jumped	at	the	opportunity.	He	offered	to
pay	her	the	same	hourly	amount	that	he’d	pay	to	an	employment
agency	that	might	provide	a	contractor.	Lela’s	hourly	rate	was	about
35	percent	higher.	She	reminded	him	that,	as	she’d	worked	for	the	firm
before	and	was	familiar	with	their	processes,	she	could	get	the	work
done	in	half	the	time	that	another	contractor	would	take.	She	pointed
out	that	she’d	be	the	more	cost-effective	option	for	him.	It	didn’t	take
him	long	to	agree.



Salary	decisions,	like	the	situation	between	Celine	and	Ron,	should	always
be	based	on	objective	criteria.	Savvy	organizations	benchmark	their	pay
practices	against	external	standards,	especially	those	in	their	industries.	They
conduct	salary	surveys	to	see	what	other	similar	organizations	are	paying	for
similar	jobs.	In	determining	salary	increases,	a	matrix	is	often	used	that
considers	an	employee’s	pay	in	relation	to	the	job’s	pay	grade	and	the
employee’s	performance	rating.	This	was	the	standard	to	which	Celine	was
holding	Ron	accountable.	She	was	also	considering	what	other	employees	in
Ron’s	department	with	the	similar	experience	and	performance	history	were
making	and	how	much	of	an	increase	they’d	receive.	She	wanted	to	make	sure
that	all	of	the	salary	increases	were	fair	and	consistent.

Drawing	a	line	in	the	sand	and	arguing	from	one	side	of	the	line	or	the	other
will	not	resolve	a	conflict;	it	will	only	exacerbate	the	situation.	Resolving
conflict	means	that	you	have	to	be	tough	on	the	problem,	but	soft	on	the	people.
The	people	involved	have	to	move	off	of	their	positions	and	identify	and	satisfy
all	the	interests.	Creative	alternatives	and	solutions	based	on	the	interest	need	to
be	devised	and	the	final	agreement	must	be	fair,	reasonable,	and	objective.

Essential	Tips
			Focus	on	the	problem	and	not	the	people	involved	in	the	conflict.	Stand	in
the	other	people’s	shoes	and	look	at	the	problem	from	their	perspective.
Strive	to	maintain	good	relationships.

			Interests	help	you	see	the	real	problem.	Identify	all	of	the	interests	of	all	of
the	parties	to	the	conflict.

			Go	to	the	balcony	to	see	things	from	a	different	perspective.	It	will	help
you	to	gain	clarity.

			Imagine	that	anything	is	possible.	It	will	help	you	to	invent	the	most
creative	options.	Some	of	the	best	solutions	have	come	from	wild	ideas.

			After	a	brainstorming	session,	take	some	time	before	you	evaluate	the
ideas.

			Use	objective	criteria	to	evaluate	those	ideas.	If	you	do	so,	it	is	more	likely
that	the	solutions	will	be	good	for	and	fair	to	both	sides.



CHAPTER	8
WHAT’S	YOUR	TYPE?

If	two	people	on	the	job	agree	all	the	time,	then	one	is	useless.	If	they
disagree	all	the	time,	then	both	are	useless.

—Dale	Carnegie

In	order	to	manage	conflict	in	the	workplace,	it	is	important	to	be	able	to
understand	and	adjust	to	the	situation.	What	is	the	source	of	the	tension?	How	do
the	people	involved	in	the	conflict	(including	you)	respond	to	conflict?

Each	of	us	has	a	conflict	style	preference.	As	Mitchell	and	Gamlem	say	in
The	Big	Book	of	HR:	There	are	five	recognized	modes	for	dealing	with	conflict
that	describe	an	individual’s	behavior	along	two	basic	dimensions:	(1)
assertiveness,	the	extent	to	which	the	person	attempts	to	satisfy	his	own
concerns,	and	(2)	cooperativeness,	the	extent	to	which	the	person	attempts	to
satisfy	the	other	person’s	concerns.

			Competing—attacks	and	likes	to	argue	and	debate.	This	type	is
competitive,	assertive,	and	uncooperative,	and	can	be	threatening
and	intimidating,	causing	others	to	give	in	to	avoid	the	argument.
The	competing	type	takes	the	stance	of	“win	or	lose,”	often
pursuing	his/her	own	concerns,	at	the	other	person’s	expense.
Competing	means	“standing	up	for	your	rights,”	defending	a
position	you	believe	is	correct,	or	simply	trying	to	win.

			Accommodating	is	unassertive	and	cooperative,	and	is	the	complete
opposite	of	competing.	When	accommodating,	the	individual
neglects	his/her	own	concerns	because	of	high	levels	of	concern
about	others.	This	type	needs	to	please	and	be	liked	by	others.
Accommodating	might	take	the	form	of	yielding	to	another’s	point
of	view,	or	giving	in	during	disagreements	even	when	he/she



believes	his/her	ideas	are	better.
			Avoiding	is	unassertive	and	uncooperative;	this	person	neither
pursues	his/her	own	concerns	nor	those	of	the	other	individual.	This
type	will	not	commit	and	is	unsure	where	he/she	stands	on	issues.
Often,	he/she	conceals	his/her	interests	until	a	better	time,	or
simply	withdraws	from	a	threatening	situation.

			Collaborating	is	both	assertive	and	cooperative—the	complete
opposite	of	avoiding,	takes	a	win-win	stance,	and	involves	an
attempt	to	work	with	others	to	find	some	solution	that	fully	satisfies
his/her	concerns.	This	style	approaches	conflict	with	skill	and
balance,	understands	the	value	of	positive	conflict,	and	often	acts	as
a	mediator.	Collaborating	means	exploring	the	issues	and	working
to	find	a	creative	solution.

			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
between	competing	and	accommodating.	Compromise	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.	This	type	is
intimidated	by	direct	confrontation	and	will	look	to	gain	consensus
or	seek	a	quick	middle-ground	solution.

Each	of	us	is	capable	of	using	all	five	conflict-handling	modes.	None
of	us	can	be	characterized	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.1

Marina	loves	the	give	and	take	of	a	good	argument.	Any	time	she	can	feel	as
if	she	is	the	winner	and	someone	else	is	the	loser,	she	is	a	happy	employee.	She
was	on	the	debate	team	in	college	and	learned	all	the	techniques	of	rebutting	the
position	or	argument	of	the	other	person	involved	in	the	conflict.	She	will	avoid
at	all	costs	doing	what	she	considers	“giving	in”	to	the	point	of	the	other	person
or	people	involved.	Others	on	the	team	find	her	intimidating	and	sometimes	even
threatening.	Her	conflict	style	is	competing.

Jackson	is	what	is	commonly	called	a	“people	pleaser.”	He	wants	everyone
to	like	him,	so	he	bends	over	backward	to	do	whatever	it	takes	to	have	peace	and



to	like	him,	so	he	bends	over	backward	to	do	whatever	it	takes	to	have	peace	and
harmony	on	the	team.	He	is	concerned	about	never	doing	anything	that	might
hurt	someone	else’s	feelings,	so	he	doesn’t	let	anyone	know	how	he	really	feels
about	the	issues	during	a	conflict.	He	would	rather	give	in	to	someone	else	on
the	team	so	as	not	to	upset	them,	even	if	he	is	pretty	sure	he	has	a	better	idea
than	the	one	they’ve	presented.	Jackson	is	loved	by	all	because	he	makes	sure
everyone	else	wins	in	conflicts.	He	is	especially	popular	with	people	like	Marina
who	have	to	win	no	matter	what!	His	style	is	accommodating.

Leeann	runs	as	fast	as	she	can	when	she	sees	a	conflict	coming—be	it	on	the
team	or	with	her	manager	or	her	family.	Because	she	won’t	enter	a	conflict,	no
one	else	in	the	department	knows	where	she	stands	or	how	she	really	feels.	She
hides	her	feelings	and	her	positions	on	issues	so	that	no	one	will	want	to	engage
her	in	a	discussion	or	a	debate.	Even	when	she	is	asked	for	an	opinion,	she
hedges,	saying	things	like,	“I	really	don’t	have	an	opinion	on	that.”	Leeann	is
extremely	uncomfortable	with	Marina	and	others	who	have	her	competing	style,
but	loves	to	work	with	people	like	Jackson	who	won’t	ever	try	to	find	out	what
she	really	thinks.	Her	style	is	avoiding.

Dev	often	plays	the	role	of	mediator	or	peacekeeper	on	the	team	or	in	the
department	because	he	understands	that	conflict	can	be	valuable	and	move	the
team	or	work	group	forward.	He	is	a	good	listener	and	practices	the	active
listening	principles	outlined	in	Chapter	5	of	this	book.	Dev	recognizes	the
conflict	style	of	others	and	is	able	to	use	that	knowledge	to	bring	people
together.	He	is	very	self-aware	and	has	a	high	degree	of	emotional	intelligence;
therefore,	he	is	able	to	manage	his	emotions.	Even	Marina	works	well	with	Dev
because	she	knows	he	understands	her	need	to	win	while	helping	her	see	the	big
picture.	Dev	is	the	one	people	go	to	when	they	want	to	resolve	conflict.	His	style
is	collaborating.

Walter	doesn’t	like	direct	confrontations.	He	would	rather	work	behind	the
scenes	to	find	out	how	others	feel.	He	has	a	strong	need	to	think	things	through
before	getting	involved	in	the	issues.	He	is	really	good	at	building	consensus
because	he	has	solicited	opinions	from	others	before	helping	the	team	or	the
department	to	reach	the	“middle	ground.”	Marina,	Jackson,	Leeann,	and	Dev	can
all	work	with	Walter	and	he	is	most	helpful	in	building	consensus.	His	style	is
compromising.

Understanding	Your	Style
As	Lynne	Eisaguirre	writes	in	The	Power	of	a	Good	Fight,	“It	is	important	to

realize	that	none	of	these	styles	are	right	or	wrong.	They	are	simply	examples	of



style.	The	key	is	to	try	and	increase	the	different	styles	we	want	to	use	to
skillfully	resolve	conflict,	solve	problems	more	creatively,	and	prepare	more
effectively	for	the	future.”2

Understanding	your	own	preferred	conflict	style	and	the	preferred	conflict
style	of	others	can	really	help	take	some	emotion	and	some	personalization	out
of	the	conflict.	When	we	understand	conflict	styles,	we	hopefully	will	stop
thinking	in	terms	of	“I’m	right	and	he’s	wrong,”	and	take	the	actions	of	others
less	personally.	Then	we	can	use	the	energy	we’d	normally	waste	on	trying	to
figure	them	out	to	creatively	resolve	the	underlying	issues	of	the	dispute.	We	can
also	consciously	choose	to	use	a	different	conflict	style	when	the	situation
demands	it,	but	it	takes	practice	to	use	a	style	that	perhaps	isn’t	as	comfortable
for	you	as	your	preferred	style.	However,	you	can	learn	to	use	different	styles
effectively	and	it	is	worth	it	to	try!

Here	are	some	ideas	for	you	to	consider	once	you	know	your	own	preferred
conflict	style	in	order	to	maximize	your	effectiveness	when	dealing	with
conflict.

If	your	preferred	style	is	competing,	you	probably	consider	yourself	to	be
courageous.	So,	if	you	truly	are	courageous,	do	you	have	the	ability	to	reveal	the
underlying	fear	or	hurt	to	the	person	with	whom	you	are	in	conflict?	If	you	do,
you	may	be	really	surprised	and	pleased	to	find	better	ways	to	communicate	that
will	help	you	to	embrace	conflict	rather	than	attacking	it.	You	may	find	you	are
able	to	use	the	energy	you	once	spent	on	being	confrontational	to	work
collaboratively.	As	a	result,	conflict	is	transformed	to	creativity.	So,	when
conflict	arises:	 Stop,	breathe,	and	count	to	10.

			Try	to	understand	the	underlying	fear	or	feelings	of	the	other(s).
			Ask	yourself:

			What	am	I	afraid	of	here?
			What	am	I	afraid	of	losing	or	what	losses	have	I	already	suffered?
			Am	I	feeling	hurt	or	is	what’s	happening	that	is	reminding	me	of	past
hurts?

			Write	down	all	your	thoughts	about	the	issue	once	you’ve	identified	your
fears/hurts	and	then	ask:	 Is	this	the	best	way	to	come	to	agreement?
			Am	I	willing	to	use	this	conflict	to	spark	creativity	rather	than
indulging	in	my	need	to	run	over	others’	interests?

			Can	I	learn	to	engage	in	creative	dialogue	rather	than	a	win/lose
debate?

			Will	what	I’m	doing	alleviate	my	fear?



			Learn	to	appreciate	how	others	approach	conflict.

If	your	conflict	style	is	accommodating,	you	need	to	be	aware	that	taking
care	of	yourself	is	a	key	because	you	are	highly	susceptible	to	burnout.
Remember	what	the	flight	attendants	say	at	the	beginning	of	every	flight:	“In
case	of	a	sudden	drop	in	altitude,	oxygen	masks	will	fall	from	above	your	head.
Put	your	own	mask	on	first	before	helping	others.”	This	simply	means	that	you
can’t	be	everything	to	everyone—you	have	to	take	care	of	yourself!	This	is	not
selfish;	it	is	just	good	common	sense.	So,	when	conflict	occurs:	 Monitor	your
reactions	to	be	sure	you	are	doing	what	you	want	to	do.

			Learn	to	reveal	who	you	really	are.
			Ask	for	what	you	need.	If	you	can’t	take	this	step,	you	won’t	be	able	to
creatively	embrace	the	conflict.

			Don’t	think	you	have	to	be	cheerful	all	the	time	unless	this	is	how	you
really	feel.

			Honor	your	own	needs	rather	than	just	trying	to	please	others.
			Learn	to	actively	participate	in	the	process	of	innovative	dialogue.
			Learn	to	appreciate	how	others	approach	conflict.

If	your	conflict	style	is	avoiding,	you	may	constantly	wonder	how	you
manage	to	attract	so	many	angry,	resentful,	sad,	or	worried	people.	Here’s	why:
they	are	simply	expressing	the	emotions	you	won’t	own.	You	need	to
acknowledge	that	your	preferred	conflict	style	is	to	avoid	it	and	you	need	to
consciously	consider,	as	Dr.	Phil	says,	“How’s	this	working	for	you?”

When	conflict	comes	up:
			Start	appropriately	revealing	your	own	feelings.
			Start	owning	your	feelings.
			Find	ways	to	express	how	you	feel.
			Learn	to	value	conflict.
			Learn	to	appreciate	how	others	approach	conflict.
			Learn	to	manage	your	own	emotions	so	that	you	can	sustain	your	own
participation	in	the	messy	process	of	working	through	a	conflict.

			Learn	to	use	conflict	creatively	instead	of	feeling	abused	by	its	very
existence.

If	your	conflict	style	is	compromising,	you	need	to	try	to	develop	the	ability
to	act	on	your	convictions;	be	courageous	and:	 Value	the	conflict	and	recognize
its	creative	potential.



			Find	a	way	to	skillfully	communicate	your	needs	and	interests.
			Find	a	way	to	talk	with	the	people	involved	in	the	issue.
			Learn	how	to	talk	to	people	directly.
			Consider	what	your	role	is	in	the	situation	and	how	you	can	have	impact.

If	your	conflict	style	is	collaborating,	you	need	to	recognize	your	value	and
your	strengths	when	conflict	occurs	in	your	workplace	and:	 Offer	to	mediate
when	conflicts	come	up	in	your	workplace.

			Continue	to	hone	your	listening	skills	and	your	ability	to	control	your
emotions.

Each	of	us	is	capable	of	using	all	five	conflict-handling	modes.	None	of	us
can	be	characterized	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.3

	Appendix:	Discovering	Your	Conflict	Style

Working	With	Other	Styles
Now	that	you	understand	your	own	preferred	style	of	dealing	with	conflict,	it

will	be	helpful	to	try	to	understand	the	people	you	work	with	and	how	they
approach	conflict.	Although	it’s	probably	not	a	great	idea	to	just	ask	them,	if	you
listen	carefully	and	observe	your	coworkers,	you	will	probably	be	able	to	get	a
pretty	good	idea	of	their	conflict	mode.	Once	you’re	armed	with	that	knowledge
(and	remember:	Just	like	you,	other	people	may	use	different	conflict	modes	at
different	times),	here	are	some	ideas	of	how	you	can	work	successfully	with	a
person	using	that	particular	conflict	style	or	mode:	If	you’re	working	with
someone	whose	style	preference	is	competing,	take	time	to	allow	them	to	vent.
You	will	want	to	be	gracious	while	doing	your	best	to	discover	what	they	fear.
This	is	a	good	place	for	you	to	use	the	reflective	listening	skills	you	learned	in
Chapter	5.	And	don’t	forget	that	humor	may	go	a	long	way	in	getting	a
competing	person	to	relax	and	then	be	able	to	resolve	the	conflict.

If	you’re	working	with	someone	whose	style	preference	is	avoiding,	you	will
need	to	be	direct	and	patient	while	you	work	to	understand	their	position.	You
will	need	to	be	supportive	and	allow	that	person	to	feel	as	if	they	can	confront
you	with	their	issue.

If	you’re	working	with	someone	whose	style	preference	is	compromising,
the	active	listening	skills	you	learned	in	Chapter	5	will	be	useful	as	you	work	to



create	a	supportive	environment	where	the	person	will	feel	comfortable.	Try
describing	the	impact	of	their	behavior	on	the	situation	and	allow	them	to	feel	as
if	they	can	confront	you	with	the	issue.

If	you’re	working	with	someone	who	is	accommodating,	you	need	to	try	and
get	them	to	open	up	on	how	they	are	feeling	and	what	they	fear.	You	need	to
monitor	their	energy	level	because	they	are	susceptible	to	burnout.	Your	role	is
to	solicit	their	input	and	their	feedback,	as	they	probably	won’t	offer	it	willingly.

If	you’re	working	with	someone	whose	style	preference	is	collaborating,	you
and	others	in	your	work	group	will	probably	learn	early	on	to	depend	on	them	in
conflict	situations	because	they	are	skilled	at	resolving	whatever	comes	up.
Watch	and	learn	from	them	in	order	to	enhance	your	own	abilities	to	deal	with
conflict.

In	conclusion,	why	is	it	so	important	to	understand	our	own	conflict	style
preference	and	the	style	preferences	of	those	around	us?	Different	styles	lead	to
different	approaches	to	how	we	relate	to	others	and	how	we	work	together.
These	style	preferences	aren’t	perfect	or	always	accurate,	but	can	be	helpful	as
you	work	with	others	in	your	organization	to	resolve	the	conflicts	that	arise	just
because	we’re	human	beings	who	think	and	act	differently.

Essential	Tips
			Each	of	us	has	a	conflict	style	preference;	learn	to	understand	yours	and
the	preferred	style	of	others	you	work	with.

			Each	style	has	its	strengths	and	weaknesses.
			Learn	to	use	the	most	effective	style	for	the	situation.



CHAPTER	9
WHOSE	FIGHT	IS	IT	ANYWAY?

Knowing	when	to	walk	away	is	wisdom.	Being	able	to	is	courage.	Walking
away	with	your	head	held	high	is	dignity.

—Anonymous

Remember	The	Hyde	Company	from	Chapter	1?	They	moved	into	a	new,
wonderfully	designed	office	building	with	open	space	to	allow	for	collaboration
and	private	meeting	rooms.	The	well-designed	work	spaces	allow	for	individual
privacy.	This	is	a	huge	change	for	the	workforce	who’d	been	working	in	private
offices	in	their	old	building.	Carlo	and	Bethany	have	workspaces	next	to	each
other.	Bethany	is	having	a	difficult	time	adjusting	to	the	new	work	environment
and	Carlo	is	not	making	things	any	easier.	He	has	a	loud	voice	that	carries,
constantly	barges	into	her	space,	and	interrupts	her	when	she’s	on	the	phone.	She
often	goes	into	one	of	the	small	private	meeting	rooms	to	get	away	from	him.
The	problem	is	those	rooms	have	glass	walls;	Carlo	can	see	her	and	seek	her	out
for	questions.	Exasperated,	Bethany	goes	to	Sheila,	their	manager,	and	asks	her
to	do	something	with	Carlo	because	he’s	creating	a	disruptive	and	hostile	work
environment.

	Chapter	1:	What’s	New	at	Work?
Before	she	decides	on	a	course	of	action,	Sheila	needs	to	learn	the	nature	of

Carlo’s	behavior	to	determine	if	it	might	be	some	form	of	workplace	harassment.

	Chapter	10:	Are	You	Playing	Nice	in	the	Sandbox?
Assuming	that	harassment	is	not	an	issue	in	this	situation,	then	she	has	to

consider	the	following:
			Who	owns	this	particular	conflict?
			If	she	takes	steps	to	resolve	the	problem,	could	she	be	perceived	as	taking



sides	with	Bethany?
			If	she	steps	in	and	exerts	her	authority,	will	Bethany	miss	the	opportunity
to	develop	her	own	conflict-management	skills?

			As	the	company	is	encouraging	more	collaboration	among	its	employees,
will	she	dilute	their	ability	to	do	so	if	she	solves	the	problem	for	them?

Sheila	is	aware	that	Carlo’s	voice	projects	and	in	the	open	space,	it	can
sound	louder	than	he	intends.	Bethany,	on	the	other	hand,	is	often	slow	getting
Carlo	what	he	needs,	which	frustrates	him.	What	Sheila	sees	is	a	third	story:	a
non-judgmental,	unbiased	view	of	what’s	occurring	between	Bethany	and	Carlo.
Sheila	has	an	interest	in	the	conflict	because	it	involves	two	of	her	team
members,	but	she	doesn’t	own	it.	She	can,	however,	take	some	action	to	bring	it
to	a	resolution.	She	can	act	as	a	mediator.

Learning	to	Mediate
Mediators	are	third	parties	who	help	people	solve	their	problems.	They	help

people	in	conflict	find	their	own	solutions.	Think	of	a	marriage	counselor,
mutual	friend	or	peer,	HR	professional,	manager,	or	team	leader—these	are
people	who	may	be	called	upon	because	they	have	the	vantage	point	of	a	neutral
observer.

Mediation	is	facilitated	negotiation	and,	as	we	pointed	out	in	Chapter	7,
negotiation	is	problem	solving.	Mediation	is	an	approach	to	resolving	conflict
that	does	not	involve	an	imposed	solution.	The	people	involved	decide	how	the
problem	will	be	solved	and	any	resolution	achieved	is	consensual.	One	positive
outcome	of	mediation	is	that	it	encourages	communication.	Everyone	involved
has	an	opportunity	to	better	understand	the	other	sides	and	the	other	stories.
Additional	issues	may	surface	that	provide	greater	insight.	The	exchange	of
information	in	a	cooperative	manner	strengthens	working	relationships.	Another
positive	outcome	is	that	the	process	helps	develop	problem-solving	skills	for
those	involved	in	the	conflict.

Sheila	understands	that,	as	a	mediator,	the	option	of	resolving	the	problem
herself	is	eliminated.	The	solution	must	come	from	Bethany	and	Carlo.	She	also
understands	that	she	has	the	ability	to	see	the	third	story.	She	can	describe	the
problem	in	a	way	that	rings	true	for	both	of	them.1	She	can	move	them	toward	a
more	collaborative	relationship,	which	supports	the	company’s	goal.	However,
she	has	to	remain	objective.

Her	next	steps	will	be:
			Defining	the	business	problem	that’s	impacting	the	workplace	and



communicating	that	problem	to	Bethany	and	Carlo.
			Scheduling	a	meeting	for	the	three	of	them	and	securing	their	agreement	to
attend.

			Defining	roles	at	the	beginning	of	the	meeting.	She	has	to	be	clear	that	she
will	be	facilitating	the	discussion	between	the	two	of	them,	and	not	asking
questions	or	giving	advice	or	opinions,	even	if	she’s	asked.

			Setting	guidelines	at	the	beginning	of	the	meeting.	She’ll	want	to
encourage	Bethany	and	Carlo	to	identify	their	individual	interests,	ask
questions,	and	propose	solutions.	Once	again,	she’ll	have	to	be	clear	that
she	will	not	be	asking	questions	nor	proposing	the	solutions.	Proposing
solutions	and	agreeing	on	a	resolution	is	their	responsibility.

	Chapter	7:	Don’t	Draw	a	Line	in	the	Sand!

Managers	should:

			Be	sensitive	to	the	working	relationships	among	your	team
members.	You	need	to	be	aware	of	how	your	employees	do	their
jobs,	not	just	if	they	do	their	jobs.

			Be	open	and	encourage	team	members	to	talk	with	you	and	with
each	other.	You’re	not	responsible	for	resolving	conflicts	in	which
you’re	not	directly	involved,	but	you	can	make	sure	that	issues	are
open	and	not	masked.

			Gain	an	understanding	of	the	interests	of	the	parties	involved	in	the
conflict.	It	will	help	you	to	be	more	effective	in	the	event	you	are
called	on	to	mediate.

	Appendix:	Preparing	to	Mediate:	A	Checklist

Who	Owns	the	Conflict?
As	we’ve	been	observing,	workplace	conflicts	are	not	simple.	The	nature	of

each	conflict	is	unique.	There	are	often	several	underlying	issues	resulting	in
more	than	one	conflict	to	be	resolved.	It’s	important	to	identify	and	separate	the
issues	to	determine	who	owns	which	conflict	and	how	each	is	best	resolved.	A
guiding	principle—in	fact	a	Golden	Rule—of	conflict	resolution	is	that	the
problem	should	be	solved	by	the	individuals	who	own	it.	Remember	Harrison



from	Chapter	4?	He	knew	he	had	to	have	a	difficult	conversation	with	Louise
and	didn’t	hand	it	off	to	someone	else.

Randall	recently	promoted	Juanita	into	a	supervisory	role	giving	her
responsibility	for	the	work	of	one	employee,	Tricia.	Juanita	doubts	that	this	is
positive	for	her	because	she	has	no	prior	management	experience	and	Randall	is
not	very	supportive.	Randall	told	her	that	Tricia	was	“unmanageable.”	Though
Tricia	is	very	good	at	customer	service—she	supports	the	organization’s	patrons
and	there’s	a	desire	by	some	to	retain	her—she	doesn’t	take	direction	well	and
often	has	disagreements	with	her	coworkers.	If	Juanita	doesn’t	accept	the
promotion	and	manage	her,	Tricia	will	be	without	a	job.	Juanita	is	aware	that
Tricia	has	been	moved	around	the	organization	a	great	deal.	Within	a	matter	of
days,	Randall	advises	Juanita	that	a	complaint	has	been	received	about	Tricia’s
attitude	and	that	Juanita	needs	to	handle	it.

Does	Juanita	own	this	problem?	Without	more	information	about	Tricia’s
employment	history,	it’s	difficult	to	pinpoint	who	owns	it.	Most	likely,	several
people	in	the	past	failed	to	take	ownership	and	passed	it	on.	Unfortunately,	it’s
all	too	common	that	problems	are	ignored,	swept	aside,	or	moved	around,
resulting	in	larger	conflicts.	It’s	very	possible	that	this	situation	is	just	a
symptom	of	a	larger,	systemic	problem	in	this	organization.

Renata	has	an	abrasive	personality.	In	meetings,	she’s	especially	aggressive,
cutting	people	off	when	they	are	talking	and	making	snide	remarks	about	ideas
that	are	presented.	Recently,	when	she	was	having	problems	with	her	computer,
she	stormed	into	IT	and	began	to	make	accusations	to	Mark	that	he	or	someone
else	from	IT	had	worked	on	her	computer	during	the	night.	Before	Mark	could
respond,	she	threw	insults	at	him	and	stormed	out.	Mark	sent	an	e-mail	to	his
manager	about	the	incident	and	his	manager	went	to	talk	to	Renata’s	boss,
Albert.	Albert	is	well	aware	of	Renata’s	outbursts,	but	he	is	conflict	adverse.	He
has	continued	to	tolerate	her	behavior	because	she’s	such	a	good	performer—
thorough,	precise,	and	very	creative.	In	desperation,	he	takes	the	situation	to	his
director,	Sergio,	imploring	him	to	handle	Renata	and	the	situation.	Who	owns
this	problem?

Sergio	realizes	that	Albert	is	as	much	a	part	of	the	problem	as	Renata	is.
Albert	has	been	failing	to	manage	her	behavior	and	it’s	now	time	for	Sergio	to
manage	Albert’s	unwillingness	to	step	up.	Sergio	explains	that	he	sees	their
mutual	interest	in	maintaining	good	working	relationships	among	all	the	staff	in
a	fast-paced	environment	and	Albert	agrees.	Sergio	points	out	that	the
organization	has	a	policy	that	describes	standards	of	conduct	to	which	all
employees	must	adhere,	regardless	of	level	of	performance.	There	is	also
guidance	on	corrective	action	that	should	be	taken	to	address	inappropriate



guidance	on	corrective	action	that	should	be	taken	to	address	inappropriate
behavior.

The	facts	supporting	Renata’s	behavior	are	clear.	Mark’s	complaint,	which
he	relayed	in	writing,	is	only	one	of	several	written	complaints	that	have	been
received	within	the	past	three	months.	Clearly,	Renata	has	not	been	working
harmoniously	with	others	and	she	has	ignored	feedback	given	by	Albert,	which
could	be	considered	as	insubordination.	There	is	more	than	enough	probable
cause	to	take	management	action	in	accordance	with	the	conduct	policy	and
place	her	on	a	final	written	warning	advising	her	that,	absent	improvement	in	her
behavior,	further	action	will	take	place.

	Chapter	11:	What’s	an	Organization	to	Do?
Recognizing	that	Albert	owns	the	Renata	problem,	Sergio	insists	that	Albert

prepare	the	final	written	warning,	with	his	assistance.	He	also	insists	that	Albert,
along	with	human	resources,	deliver	it	to	Renata.	He	wants	to	remain	in	the
background	in	order	to	discourage	Renata	from	thinking	that	she	can	bypass
Albert	and	come	directly	to	him.	Albert	is	reluctant,	but	he	recognizes	that	he
has	to	step	up.	He	asks	Sergio	if	they	can	get	some	coaching	for	Renata.	Before
he	agrees,	Sergio	suggests	that	when	Albert	and	Renata	sit	down,	they	do	some
brainstorming	to	determine	how	Renata	might	work	on	her	attitude.	Sergio	wants
Renata	to	claim	ownership	and	responsibility	of	this	problem.	He	wants	her	to	be
accountable	and	live	up	to	expectations.

	Chapter	6:	You	Want	Me	to	Do	What?

What	is	the	difference	between	coaching	and	counseling?

			Coaching	is	a	process	to	enable	learning	and	development	to
improve	performance	or	meet	career	goals.

			Counseling	is	working	with	an	employee	to	get	behavior	to	change.

Renata	must	to	learn	to	work	better	with	her	peers.	Counseling	is	the
help	she	needs	at	this	time.	If	she	turns	her	behavior	around,	then
coaching	might	be	appropriate	to	help	her	to	advance	in	her	career.
Albert,	however,	would	benefit	from	coaching	at	this	time.

At	the	same	time,	Sergio	recognizes	that	he	owns	the	problem	involving



Albert’s	management	skills.	He	suggests	that	they	have	a	brainstorming	session
of	their	own	to	come	up	with	some	ideas	of	how	to	help	Albert	be	less	conflict
averse.	They	both	own	that	problem.

I’m	Not	in	It!
As	it	was	yet	another	day	in	the	cold	winter	when	the	county’s	schools	were

closed,	Karina	didn’t	have	a	choice	but	to	telecommute.	Fortunately,	her
organization	had	a	liberal	telecommuting	policy.	She	had	a	report	that	her	boss
needed	her	to	proofread	and	edit,	and	then	send	off	to	be	printed	for	a	meeting
the	next	day.	She	knew	she	could	have	it	finished	to	get	it	to	printing	by	the	2:00
p.m.	deadline.	At	12:30	p.m.	she	e-mailed	it	to	her	boss	as	well	as	a	coworker,
Diego,	whom	she	confirmed	was	in	the	office	that	day.	Because	the	production
team	required	a	printed	copy	as	well	as	a	soft	copy,	Karina	asked	Diego	if	he
could	print	the	report	and	submit	both	the	hard	and	soft	copies	to	the	production
department	by	2:00	p.m.	She	also	left	instructions	regarding	the	number	of
copies	she	needed,	the	required	binding,	and	her	cell	phone	number	in	case	there
were	any	questions.	Karina	also	received	a	confirmation	that	her	e-mail	to	Diego
was	delivered	and	read.

At	4:30	p.m.	Karina	called	Diego	to	check	on	the	status.	Diego’s	voice	froze.
He’d	been	so	busy	covering	for	someone	on	sick	leave	that	he	never	acted	on
Karina’s	request.	Karina	got	extremely	upset	and	began	making	nasty
accusations.	Diego	responded	in	kind.	At	that	point,	their	mutual	boss
approached	and	overheard	the	heated	exchange.	He’d	been	in	meetings	most	of
the	day,	but	assumed	that	everything	was	under	control.	He	was	furious	to	learn
what	happened	and	threatened	to	write	both	of	them	up,	but	not	before
instructing	Diego	to	call	the	production	department’s	manager	and	see	if	they
could	get	a	rush	on	the	job.	They	could,	as	long	as	they	get	it	down	right	away;
he’d	have	it	the	next	morning	in	time	for	the	meeting.

Next	morning,	the	blame	game	between	Karina	and	Diego	continues.
Brittany,	who’s	always	cheerful	and	concerned	about	others,	sees	Karina	in	the
coffee	room	and	asks	if	everything	is	okay.	Karina	lets	loose	with	all	of	the
details	about	what	happened	yesterday,	pressing	Brittany	to	plead	her	case	to
their	boss.	Brittany	takes	a	step	back,	looks	Karina	in	the	eye	and	says,	“Sorry,
Karina,	but	I’m	not	in	it!”	Brittany	has	the	good	sense	to	realize	that	she	didn’t
own	this	conflict.	It’s	not	her	fight	and	she	doesn’t	want	to	be	involved.

Know	When	and	How	to	Intervene
Sheila	and	Sergio	are	modeling	good	behavior	and	setting	good	examples.



Sheila	and	Sergio	are	modeling	good	behavior	and	setting	good	examples.
Brittany	should	be	recognized	(and	rewarded)	for	having	the	good	sense	to	stay
out	of	other	people’s	conflicts.	Knowing	when	and	how	to	intervene	is	essential.
Unfortunately,	not	everyone	has	good	sense	and	that	often	creates	rather	than
solves	problems.	Also,	certain	circumstances	require	specific	actions	whereas
others	require	expert	help.	Let’s	look	at	some	unique	circumstances.

Until	recently,	Vivian	has	had	a	history	of	good	performance	as	a	claims
reviewer	and	processor.	She	has	received	awards	for	her	efficiency	and	low	error
rate,	and	is	called	on	to	help	train	new	employees.	Lately,	however,	her
performance	is	slipping.	She’s	processing	fewer	claims	and	her	errors	are
increasing.	Even	worse,	she’s	been	impatient	with	her	coworkers,	snapping	at
them	and	accusing	them	of	interfering	with	her	work.	Filipe	has	received	the
brunt	of	most	of	her	accusations	and	his	patience	has	run	out.	None	of	these
changes	have	gone	unnoticed	by	Tamera,	her	supervisor.	Tamera	knows	that
she’s	got	to	intervene	and	schedules	a	time	to	meet	with	Vivian.

Tamera	starts	the	meeting	by	expressing	concern	about	Vivian’s	declining
performance.	Before	she	can	share	her	information,	Vivian	becomes	very
defensive	and	accuses	Tamera	of	being	unfair.	“After	all,	I’ve	had	the	best
performance	in	the	department	for	years.	Doesn’t	that	count?	And	Filipe,	his
mistakes	are	impacting	my	work!”	she	shouts.	Tamera	senses	that	there	is
something	going	on	in	Vivian’s	life	that’s	contributing	to	these	work	problems.
She	is	tempted	to	ask,	but	decides	not	to.	Instead,	she	follows	the	guidance	she
has	received	in	management	training—stick	to	the	facts.	She	presents	Vivian
with	the	statistics	regarding	her	performance,	pointing	out	that,	yes,	she’d	done
great	work	in	the	past	and	that	is	why	there	is	concern.	Tamera	also	describes
several	situations	where	she’s	observed	Vivian	making	snarky	remarks	to	her
peers	and	shouting	at	Filipe.	Tamera	then	says	to	her,	“Vivian,	I	need	you	to	get
back	on	track	before	your	performance	goes	below	acceptable	standards.	I	want
to	support	you	and	help	you	correct	these	problems.	That’s	why	I’ve	developed
an	improvement	plan	so	we	can	both	monitor	your	progress.”

At	that	point	Vivian	bursts	into	tears	and	confesses	that	things	aren’t	going
well	at	home:	Her	husband	has	moved	out,	money	is	tight,	and	she	can’t	afford
to	lose	her	job.	Tamera	silently	sighs	with	relief,	thinking	that	at	least	Vivian
acknowledges	that	there	is	a	problem.	She	tells	Vivian	that	the	Employee
Assistance	Program	(EAP)	is	a	resource	that	can	help	with	her	personal
problems.	Although	it’s	Vivian’s	decision	to	take	advantage	of	that	support,
Tamera	advises	that	she	is	going	to	make	a	management	referral	to	the	EAP	for
Vivian	based	on	her	performance	and	behavior	changes.2	Vivian	will	still	be
accountable	for	improving	her	performance	and	behavior.	Tamera	made	a	wise



decision	to	let	the	professionals	at	the	EAP	counsel	Vivian	because	the
underlying	causes	of	her	work	issues	are	personal	problems.	Her	responsibility	is
to	continue	to	manage	Vivian’s	work.

Rosario	and	Hilde	have	been	working	together	for	years.	Friendly	at	work,
they	never	see	each	other	outside	the	workplace.	Hilde	notices	some	subtle
changes	in	Rosario;	she’s	not	as	upbeat	and	pleasant	as	usual.	When	she
expresses	concern	about	these	changes	in	her	disposition,	Rosario	confides	that
she’s	having	problems	with	her	teenage	son.	Hilde	suggests	she	calls	the	EAP—
in	fact,	presses	her	to	do	so.	Rosario	adamantly	refuses.	She	doesn’t	want	outside
interference	with	personal	problems.	Hilde	decides	to	call	the	EAP	on	Rosario’s
behalf	and	is	told	that	the	counselors	can’t	assist	unless	Rosario	calls	directly—
and	in	fact,	they	can’t	discuss	Rosario’s	problem	with	her.	Hilde	is	outraged	and
goes	to	human	resources	to	complain	that	the	EAP	is	not	providing	the	service	it
should	and	insists	that	the	company	make	a	management	referral	to	the	EAP.

Was	Hilde	right	to	intervene?	No,	she	doesn’t	own	this	problem.	Unless
Rosario	is	having	performance	or	behavior	problems	that	are	affecting	her	work,
there	is	no	basis	for	a	management	referral	and	if	there	were,	it	would	have	to
come	from	Rosario’s	manager,	not	Hilde.	The	EAP	was	correct	in	refusing	to
discuss	Rosario’s	problem	with	a	coworker.

	Chapter	11:	What’s	an	Organization	to	Do?
Ivan’s	supervisor,	Greg	has	been	making	unwanted	and	persistent	sexual

remarks	and	advances	toward	him.	Ivan	has	asked	for	them	to	stop,	but	Greg
always	responds	with	flippant	remarks	like	“Loosen	up!”	or	“Chill	out.	I’m
kidding.”	Exasperated,	Ivan	takes	his	concerns	to	Greg’s	manager,	Mariana.	Was
Ivan	correct	in	asking	Mariana	to	intervene?

In	this	case,	Greg’s	behavior—which	included	unwelcome	advances	and
requests	for	sexual	favors—can	be	described	as	sexual	harassment	and	the
company	not	only	has	a	right	to	know,	but	a	legal	obligation	to	investigate	Ivan’s
complaint.3	Ivan	was	not	only	correct	in	getting	his	manager	involved	in	this
conflict,	it	was	his	legal	right	to	do	so.

Savvy	organizations	recognize	that	conflict	is	not	always	bad.	They
recognize	the	characteristics	of	good	conflict	and	leverage	it	into	innovation	and
creativity.	They	encourage	their	employees	to	be	accountable	for	their	role	in	a
conflict	situation	and	give	them	the	tools	to	manage	and	resolve	their	problems.
They	empower	them	to	solve	their	own	problems.



Essential	Tips
			Problem	solving	does	not	inherently	involve	a	top-down	approach.	It’s	not
the	manager’s	role	to	intervene	every	time	employees	clash.

			Solving	employees’	problems	for	them	reduces	collaboration	and	makes
them	dependent	on	their	manager.

			Conflict	can	be	change	trying	to	happen.	Help	your	employees	develop
conflict	management	skills.

			Conflict	may	not	be	essential	in	the	workplace,	but	being	accountable	and
solving	your	own	problems	is.

			Know	when	to	intervene	and	know	when	to	walk	away.



CHAPTER	10
ARE	YOU	PLAYING	NICE	IN	THE	SANDBOX?

All	I	really	need	to	know	about	how	to	live	and	what	to	do	and	how	to	be	I
learned	in	kindergarten….	Play	fair….	Don’t	hit	people….	Clean	up	your	own
mess….	Say	you’re	sorry	when	you	hurt	somebody….

—Robert	Fulghum

Remember	a	time	when	someone	made	you	feel	respected.	Did	they	listen	to
you,	giving	you	their	undivided	attention?	Perhaps	they	valued	your	opinion
even	if	it	differed	from	their	own.	Did	they	provide	feedback	in	an	honest	and
non-judgmental	way?	Did	their	actions	show	consideration?	These	are	a
sampling	of	workplace	behaviors	that	are	respectful.

Imagine	an	organization	that	defines	its	values	through	behaviors	that
exemplify	them,	where	leaders	and	associates	all	live	those	values,	and	with	no
tolerance	for	disrespectful	or	disruptive	behavior.	If	behavior	stayed	above	the
line	of	disrespect,	issues	such	as	harassment,	discrimination,	or	worse	would
never	occur.

Even	in	the	best	of	organizations—those	with	strong	and	positive	cultures—
disruptive	behaviors	do	occur.	When	they	do,	they	affect	working	relationships.
If	disruptive	behaviors	are	not	addressed,	they	can	spiral	down	a	slippery	slope
and	erode	into	bigger	problems.

	Appendix:	Spiral	of	Disrespect

Deconstructing	Disrespect
Disrespect	is	one	of	those	words	that	can	mean	different	things	to	different

people.	Like	harassment,	it’s	often	used	when	people	are	in	conflict	with	each
other.	Employees	may	invoke	the	words	harassment	or	bullying	when,	in	fact,
neither	exist.



Jarrod	is	asked	to	update	the	department’s	database.	This	specific	task	is	not
in	his	job	descriptions;	it’s	someone	else’s	responsibility.	So	he	protests	and
refuses	to	do	it.	After	a	heated	exchange	with	his	newly	hired	supervisor,	he
escalates	his	complaint	to	the	department	manager,	saying	that	“the	new	guy”	is
treating	him	disrespectfully.	After	receiving	a	written	reprimand	for
insubordination,	he	claims	harassment	because	he	spoke	up	for	his	rights	(not	to
do	a	newly	assigned	task).	This	is	not	an	example	of	harassment.	Jarrod	may	not
like	being	asked	to	do	this	new	task.	He	may	not	like	his	supervisor	speaking	to
him	in	a	tone	that	is	less	than	warm	or	friendly.	Although	Jarrod	may	feel	like
he’s	being	harassed	because	he’s	being	asked	to	do	something	new,	there’s	no
basis	for	a	legal	claim	of	harassment.

	Appendix:	Employment	Discrimination	Laws	and	Related
Websites

Three	months	later	when	it’s	time	for	Jarrod’s	performance	review,	both	his
supervisor,	Frank,	and	the	department	manager,	Brian,	meet	with	him.	Jarrod	is
not	happy	with	their	feedback	or	with	the	plan	for	improving	his	work
performance,	which	had	slipped	along	with	his	behavior.	He	raises	his	voice,
uses	course	language,	refuses	to	acknowledge	the	performance	improvement
plan,	and	storms	out,	heading	to	human	resources	to	claim	that	he	was	being
bullied.	However,	neither	discipline	for	workplace	behavior	nor	negative
performance	feedback	with	requests	for	improvement	is	an	act	of	bullying.

Let’s	consider	the	following	definitions	as	we	explore	different	types	of
disrespectful	behaviors:

			Micro-inequities	can	be	looks,	gestures,	inflections,	or	body	language	of	a
dismissive	nature.	They	are	subtle	and	may	or	may	not	be	intentional	or
isolated	incidents.	They	can	be	rooted	in	stereotypes.

			Discrimination	occurs	in	the	workplace	when	decisions	are	made	or	a
person	receives	unfair	differential	treatment	based	on	a	particular
characteristic.	When	the	characteristic	is	protected	by	law,	such	as	race	or
sex,	the	discrimination	is	illegal.

			Harassment	is	unwelcome	conduct	based	on	a	particular	characteristic,
which	may	or	may	not	be	protected	by	law.	If	the	behavior	is	based	on	a
protected	characteristic,	it	becomes	unlawful	when	enduring	the	offensive
conduct	becomes	a	condition	of	continued	employment;	or	the	conduct	is
severe	or	pervasive	enough	to	create	a	work	environment	that	a	reasonable
person	would	consider	intimidating,	hostile,	or	abusive.1



			Bullying	is	the	repeated	infliction	of	intentional,	malicious,	and	abusive
behavior	that	interferes	with	a	person’s	ability	to	do	his/her	work	and	is
substantial	enough	to	cause	physical	and/or	psychological	harm	that	a
reasonable	person	would	find	it	hostile	or	offensive.2

			Workplace	violence	is	any	act	or	threat	of	aggression	that	implicates	the
safety,	security,	or	well-being	of	an	individual	who	is	at	work.3

There	is	a	relationship	among	all	of	these	behaviors—atmosphere	and
working	conditions—and	the	lines	between	them	can	be	very	thin.

Examining	Micro-Inequities
The	term	“micro-inequities”	was	coined	by	MIT	researcher	Mary	Rowe,

PhD.	They	can	include	things	like	a	weak	handshake	with	little	or	no	eye
contact,	listening	with	arms	crossed,	and	looking	at	your	watch,	cell	phone,	or
other	device	during	presentations	or	while	speaking	with	someone	(unless
you’ve	been	invited	to	do	so).	They	have	the	effect	of	devaluing	other
individuals	and	negatively	impacting	feelings	of	inclusion	and	self-esteem.
Employees,	who	feel	devalued	or	excluded	disengage	and	their	contribution	is
diminished.4

Remember	Jacob	from	Chapter	4?	He	was	hovering	over	Claire	while	she
was	on	a	client	call,	sending	a	message	that	he	was	unhappy	that	Claire	didn’t
put	the	call	on	hold.	His	behavior	could	be	interpreted	as	controlling	or
menacing	in	some	way—a	more	extreme,	not-so-subtle	micro-inequity.

Drop	the	cutting	sarcasm	and	thoughtless	humor.	Think	of	the	message
that’s	sent	in	this	example:	“Well,	look	who	just	arrived.	Forget	how	to
find	the	meeting	room,	did	you?”	Though	this	remark	may	be	clever
enough	for	a	laugh,	it’s	pointed	enough	to	be	nasty.5

Lori	is	one	of	two	women	on	a	team.	She’s	rather	soft-spoken	compared	to
George,	who	is	very	aggressive	and	makes	sure	his	opinions	are	heard.	He’s
impatient	with	Lori’s	thoughtful	approach	and	will	often	roll	his	eyes	or	make
snarky	comments	when	she	speaks,	such	as	“Did	you	say	something?”	implying
she	has	nothing	to	contribute.	Pete,	the	project	manager,	tends	to	ignore
George’s	behavior	because	the	two	have	many	common	interests.	Several
months	into	the	project,	Pete	also	starts	ignoring	Lori.	Last	week,	Lori	offered	a
technical	solution	to	a	vexing	problem.	Pete	appeared	not	to	be	listening.	When
George	offered	the	same	solution,	Pete	responded	with	“Great	idea,	George.”



George	offered	the	same	solution,	Pete	responded	with	“Great	idea,	George.”
Besides	monumental	bad	judgment,	is	Pete	guilty	of	anything	more	than	a
micro-inequity	behavior	at	this	point?	Probably	not	yet.

What	if	Pete	acted	on	George’s	great	idea	and	assigned	him	to	lead	a	task
force	to	address	this	vexing	issue,	passing	Lori	over	for	a	developmental
opportunity?	The	treatment	is	unfair	to	Lori.	Pete’s	behavior	could	be	moving
closer	to	discrimination.

Is	This	Harassment?
Workplace	harassment,	sexual	or	otherwise,	can	take	many	forms,	including:
			Jokes	or	comments	of	a	sexual	nature	or	that	disparage	specific	groups
such	as	ethnic	groups;

			Graphic	images;
			Gestures	or	lewd	actions;
			Introduction	of	inappropriate	topics,	such	as	those	of	a	sexual	or	racial
nature	into	business	conversations;

			Unwelcome	hugging,	touching,	or	other	physical	contact;	or,
			Specific	comments	about	someone’s	body	or	physical	characteristics.

Joey	likes	to	tell	jokes	and	keep	everyone’s	spirits	high	at	work.	His	jokes
are	lighthearted	and	never	mean-spirited.	When	he	spots	Penny	in	the	break
room	looking	a	bit	down,	he	tells	her	a	silly	joke	he	heard	about	surfer	dudes	and
blonds	(Joey’s	hair	happens	to	blond).	Penny	smiles	and	laughs.	Sally	overhears
this	and	gets	upset,	telling	Joey	that	he’s	perpetrating	the	“dumb	blond”
stereotype	and	creating	a	hostile	work	environment	toward	women.	(The	surfer
dudes	were	the	brunt	of	the	joke.)	At	worst,	Joey	may	have	been	guilty	of	a
micro-inequity,	but	the	joke	was	neither	severe	nor	pervasive	enough	that	it
would	fit	the	definition	of	hostile	work	environment	harassment.

Wendy	had	just	joined	the	firm	and	found	it	odd	when	she	began	receiving	e-
mails	with	jokes	and	funny	stories.	When	she	asks	about	it,	she’s	told,	“We	just
try	to	keep	things	lively	around	here.”	There	is	nothing	wrong	with	that;	fun	at
work	can	be	important.	With	time,	however,	the	nature	of	the	jokes	begins	to
change,	often	becoming	sexually	suggestive	or	racially	or	ethnically	pointed.
Wendy	finds	them	offensive	and	intimidating,	making	her	uncomfortable.	The
behavior	had	eroded	into	hostile	work	environment	harassment.

Before	a	meeting,	Gene	rolled	his	chair	closer	to	Daria	to	look	at	her
earrings,	commenting	they	looked	nice.	She	told	him	they’d	been	a	gift	from	her
boyfriend	for	her	birthday.	Later,	he	came	into	her	office,	pulled	a	chair	very



boyfriend	for	her	birthday.	Later,	he	came	into	her	office,	pulled	a	chair	very
close,	and	told	her	she	smelled	nice	and	that	her	perfume	was	intriguing.	Now
she	was	growing	uncomfortable.	The	next	day	he	approached	her	and	placed	his
hand	on	her	shoulder,	squeezed	it	firmly.	Come	to	think	of	it,	she’d	seen	him	do
this	with	other	women:	pay	them	compliments,	then	slowly	move	to	behavior
that	was	more	personal	and	intimate.	Clearly,	Gene	is	exhibiting	a	pattern	of
unwelcome	and	unwanted	behavior,	in	this	case	behavior	of	a	sexual	nature	that
is	pervasive.

	Appendix:	Preventing	Harassment—Managers’	Guide
	Appendix:	Workplace	Harassment—Employee	Rights	and

Responsibilities

Where’s	the	Bully?
Like	harassment,	workplace	bullying	can	take	many	forms,	including

shouting,	screaming,	or	other	verbal	abuse;	singling	someone	out	for	unjustified
criticism	or	blame;	excluding	someone	from	work	activities;	purposefully
ignoring	work	contributions;	using	language	or	actions	that	embarrass	or
humiliate;	or,	making	jokes	that	repeatedly	target	the	same	person.6

Remember	Renata	from	Chapter	9?	Her	behavior	went	beyond	interrupting
and	making	snide	comments.	Left	unchecked,	she	could	be	especially
aggressive.	When	confronting	Mark	with	her	accusations,	she	slammed	a	file
onto	his	desk	as	she	leaned	forward	and	pounded	her	fist.	Was	she	merely
making	sure	that	she,	unlike	Lori,	was	heard	when	she	talked,	or	had	she	crossed
that	thin	line	and	now	was	walking	the	path	to	becoming	a	bully?

Meanwhile,	Wendy	received	an	e-mail	one	morning	that	was	likely	poking
fun	at	Ian,	a	coworker.	She	could	tell	from	the	subject	line	it	was	yet	another
joke	and	she	deleted	it.	Even	more	disturbing	was	when	other	associates	started
responding	with	seemingly	mean-spirited	comments.	When	she	asked	what	was
going	on,	Nicola	responded,	“We’re	just	having	some	harmless	fun	at	Ian’s
expense.	After	all,	he	can	be	difficult	at	times!”	When	workplace	fun	is	targeted
toward	one	individual	or	group	of	individuals,	when	it	is	one	way	and	the
targeted	individual	is	not	participating,	and	when	it’s	personal,	such	as
comments	about	someone’s	body	type,	it	can	quickly	erode	beyond
disrespectful.	In	this	case,	the	comments	were	cruel	and	many	people	were
participating.	The	behavior	was	eroding	and,	if	not	addressed	soon,	was	in
danger	of	slipping	to	the	level	of	bullying.



Many	believe	that	bullying	is	the	younger	sibling	to	violence.
Recognize	that	there’s	a	relationship	between	verbal	aggression	(such
as	harassment	and	bullying)	and	actual	physical	violence.	Disruptive
behaviors	should	not	be	seen	as	completely	separate,	but	rather	as	part
of	an	environmental	ailment	that	weakens	the	organizational	immune
system	and	allows	violence	in.7

When	Lars	joined	the	organization,	he	was	enthusiastically	welcomed.
Accomplished	in	his	profession,	he	brought	a	great	deal	of	expertise.	His
relationship	with	his	peers	and	Lorraine,	his	manager,	started	positively.	Just	as
he	was	getting	comfortable	in	his	new	role,	Lorraine’s	attitude	started	to	change.
At	first,	she’d	respond	to	his	input	in	staff	meetings	with	snarky	comments	and
sarcasm,	sometimes	even	belittling	his	work	or	his	credentials.	Then	she	started
excluding	Lars	from	meetings	and,	if	questioned,	responded	that	his	presence
wasn’t	necessary.	However,	when	he	didn’t	complete	assignments	that	were
discussed	in	the	meetings—assignments	about	which	he	had	no	knowledge—
she’d	yell	at	him	publicly,	scathingly	attacking	his	work	and	tossing	humiliating
insults.	As	if	that	wasn’t	enough,	she	started	making	sly	comments	about	him
online.	Others	were	quite	surprised	by	her	behavior	and	morale	began	to	decline.
Lorraine	had	realized	that	Lars’s	qualifications	and	background	far	exceeded
hers.	She	was	intentionally	being	abusive,	and	she	was	creating	a	toxic	work
environment	for	everyone.

As	Frank	and	Brian	struggle	to	align	changes	in	the	department	to	those	in
their	industry,	Jarrod	continues	to	challenge	Frank.	He	questions	him	constantly
about	what	process	to	follow,	what	changes	will	be	made	next,	or	how	he	should
interact	with	Frank	on	assignments.	He	badgers	Frank	with	e-mails,	often	as
many	as	25	per	day.	His	questions	and	comments	are	filled	with	offensive
language	and	are	often	accompanied	by	insults	and	shouts.	Because	of	Jarrod’s
physical	size	and	temperament,	Frank	is	intimidated	by	both	his	presence	and
behavior.	When	Frank	loses	his	composure	and	shouts	back,	Jarrod	accuses	him
of	bullying,	when,	in	fact,	he	is	the	one	engaging	in	the	bully	behavior.

Establish	Boundaries
Boundaries	have	eroded	as	today’s	workplaces	have	become	more	relaxed

and	informal.	Yet	boundaries—those	invisible	lines	that	help	define	roles	and
manage	interpersonal	relationships	at	work—are	important.	Boundaries	define
limits—where	you	end	and	where	others	begin.	They	define	responsibilities	and
foster	accountability.	Gene	clearly	crossed	a	physical	boundary	with	Daria.



foster	accountability.	Gene	clearly	crossed	a	physical	boundary	with	Daria.
Boundaries	also	define	limits	for	language	and	communication.	They	are	a	close
cousin	to	expectations.

	Chapter	6:	You	Want	Me	to	Do	What?

Watch	your	language	when	sharing	public	space	with	others.	Be
mindful	that	other	people	of	varying	demographics	may	have	different
values	and	standards.	Be	courteous.	Keep	your	voice	down.	Use	cell
phones	with	discretion.	Avoid	explicit	or	intimate	conversations.
Choose	a	neutral	vocabulary	that	minimizes	the	possibility	of
offending,	angering,	or	embarrassing	those	within	earshot.8

Even	in	non-hierarchical	organizations,	boundaries	at	work	establish	clarity
for	job	responsibilities	and	relationships	such	as	who	is	responsible	for	giving
job	assignments	and	feedback.	The	reprimand	that	Jarrod	received	stated	that	his
job	description	includes	a	provision	for	other	related	duties	as	assigned.	It
reiterated	established	responsibilities	and	relationships.	The	boundaries	were
clear.

Establishing	boundaries	also	helps	to	differentiate	between	issues	in	our
personal	lives	versus	those	in	our	professional	lives.	Maintaining	a	balance
between	openness	and	privacy,	even	in	an	era	where	social	media	is	so
prevalent,	is	important.	Look	at	the	difference	between	the	following	two
statements:

			“I	just	moved	to	the	area.”	(Open	statement.)
			“I	just	moved	to	the	area	and	my	spouse	and	I	fight	now	fight	constantly.”
(Private	statement.)

Play	it	safe.	Topics	best	avoided	in	workplace	conversations	include:9

			Detailed	health	problems,
			Details	of	sex	life	or	sexual	activity,
			Problems	with	spouse,	partner,	or	family	member,
			Personal	finances	(positive	or	negative),
			Personal	religious	views,
			Political	topics	that	evoke	passion,	and



			Gossip	or	discussions	about	coworkers’	personal	lives.

If	you’re	the	recipient	of	too	much	information,	be	polite	and	non-
judgmental	as	you	let	it	be	known	that	the	information	makes	you	uncomfortable
or	is	not	an	appropriate	topic	for	work.	You	can	use	phrases	such	as:

			“I’m	not	comfortable	talking	about…	[for	example,	personal	issues].”
			“I	don’t	think	this	is	an	appropriate	topic	to	be	discussing	at	work.”
			“I	don’t	appreciate…	[for	example,	that	type	of	humor,	those	remarks	or
comments].”

Intent	vs.	Impact
Wendy’s	colleagues	started	out	to	have	fun.	Did	it	matter	that	they	didn’t

mean	for	their	behavior	to	be	offensive	or	intimidating?	Regarding	sexual
harassment,	most	courts	have	generally	held	that	the	effect	of	the	conduct	on	the
person	who	is	on	the	receiving	end	determines	if	the	conduct	constitutes	sexual
harassment.	The	underlying	premise	comes	from	the	reasonable-person	standard.
Would	a	reasonable	person	consider	the	conduct	harassing,	intimidating,	and/or
offensive?	Men	and	women	generally	hold	differing	perspectives	about	behavior
that	could	be	sexual	harassment.	Thus,	the	courts	have	held	that	harassing
conduct	must	be	evaluated	from	the	perspective	of	the	victim.10

People	are	affected	by	different	things,	different	jokes,	and	different
language.	A	joke	you	tell	within	your	circle	of	friends	and	family	may
not	be	offensive	to	them,	but	you	can’t	assume	that	it	won’t	be
offensive	to	someone	at	work.	You	may	intend	to	be	lighthearted,	but
if	the	subject	touches	on	protected	characteristics,	for	example,
someone	may	conclude	that	your	behavior	is	harassment.

That’s	the	legal	standard	for	determining	unlawful	harassment.	Though	not
all	disruptive	behavior	is	harassment,	it’s	a	good	standard	to	use.	In	workplace
conflicts,	we	may	be	tempted	to	assume	the	other	person’s	intentions	from	the
impact	their	behavior	has	on	us.	We	feel	hurt,	slighted,	or	dismissed—micro-
inequities.	We	can’t	know	what	their	intentions	are	because	they	exist	only	with
the	other	person.11

Equally	important,	we	can’t	assume	that	despite	our	intention,	our	behavior
won’t	have	a	negative	impact	on	others.	We	don’t	know	what	other	people’s
sensitivities	are.	Ian	may	have	been	teased	by	older	siblings	as	a	child	and	the



sensitivities	are.	Ian	may	have	been	teased	by	older	siblings	as	a	child	and	the
comments	in	the	e-mails	may	bring	back	some	painful	memories.

Tatiana	had	an	abusive	stepfather	with	a	fierce	temper.	He	would	often	grab
her	arm,	just	to	get	her	attention.	As	a	result,	she	developed	a	very	low	tolerance
for	anyone	touching	her.	Her	coworker	Roland	had	quirky	mannerisms	that
included	touching	people	on	the	arm	or	shoulder	when	he	talked	to	them,	which
made	many	people	uncomfortable.	However,	Roland	didn’t	seem	to	pick	up	on
the	signals	people	were	sending.	One	day,	in	an	attempt	to	get	her	attention,	he
grabbed	Tatiana’s	arm.	She	reacted	and	took	a	swing	at	him	while	her	coffee	cup
was	still	in	her	hand,	causing	quite	a	scene	as	a	shouting	match	between	the	two
followed.

To	avoid	conflict,	try	to	disentangle	impact	from	intent.	To	frame	your
discussion	with	the	other	person,	ask	yourself	three	questions:
1.			Actions:	“What	did	the	other	person	actually	say	or	do?”
2.			Impact:	“What	was	the	impact	of	this	on	me?”
3.			Assumptions:	“Based	on	this	impact,	what	assumptions	am	I	making	about

what	the	other	person	intended?”12

Priya	and	Jon	are	colleagues.	During	lunch	one	day,	Jon	leans	over	and	tells
her	that	he	finds	her	exotic	looks	very	sensual.	Just	then,	the	waitress	returns
with	their	change	and	Priya	hurriedly	grabs	her	things	and	says,	“Time	to	get
back	to	work.”

Later,	Priya	asks	herself	the	three	questions.	Now	she	has	a	starting	point	for
her	conversation	with	Jon,	which	begins	as	follows:	“Jon,	I	was	surprised	you
made	that	comment	at	lunch.	It	was	uncharacteristic	of	you	and	made	me	feel
embarrassed.	I	could	have	assumed	you	did	it	purposefully	so	I’d	be	thrown	off
guard	in	the	meetings	we	have	to	attend	together.”	Priya	didn’t	make	any
accusations.	She	related	what	he	did	and	said	(he	can’t	refute	he	made	the
statement),	explained	its	impact	on	her,	and	stated	her	assumption	of	his
intention.	This	gave	Jon	the	opportunity	to	explain	his	actions	in	a	non-
threatening	way.

Respectful	Confrontations
There	are	many	things	that	may	motivate	someone	to	behave	in	a	disruptive

manner.	Is	it	narcissism	(perhaps	George	or	Jarrod?),	low	self-confidence
(perhaps	Lorraine?),	or	low	emotional	intelligence—just	plain	cluelessness
(perhaps	Roland?);	or,	an	environment	that	turns	a	blind	eye	to	such	behavior
(perhaps	Wendy’s	or	Lori’s	situation?).	Just	like	with	intent,	it’s	futile	to	try	to
figure	out	why.	It’s	more	effective	to	determine	the	best	approach	to	confront	the



figure	out	why.	It’s	more	effective	to	determine	the	best	approach	to	confront	the
situation	and	resolve	the	conflict.

Say	“no”	to	a	request	or	demand	that	is	unwelcome,	a	behavior	that	is
inappropriate	or	abusive,	or	a	situation	that	is	not	fair.	However,	you	also	must
make	it	clear	that	the	behavior	has	to	change:

			Describe	the	disruptive	behavior.
			Explain	the	impact	it	had	on	you	or	others.
			Ask	for	the	behavior	to	stop.

After	giving	Jon	the	opportunity	to	explain,	Priya	needs	to	ask	that	he	stop
making	personal	comments.	Wendy	went	along	with	the	jokes	from	her
coworkers	until	they	reached	the	point	of	becoming	offensive	to	her.	She	can
explain	that	though	the	initial	jokes	were	fine,	the	ones	that	are	of	a	sexual,
ethnic,	or	racial	nature	are	not	okay,	that	they	make	her	uncomfortable,	and	to
please	remove	her	from	the	e-mail	list.	She’s	not	attacking	the	individuals
sending	the	e-mails,	but	she	is	pointing	out	their	behavior.	In	this	case,	because
workplace	harassment	is	involved,	management	intervention	should	take	place.

If	you’re	receiving	a	respectful	confrontation:

			Listen,	with	full	attention.
			Don’t	get	defensive.
			Remember	intent	vs.	impact.
			Ask	for	specifics.	“Help	me	understand	how	I	violated	a	boundary.”
			Express	gratitude	for	bringing	the	matter	to	your	attention.
			Apologize,	if	appropriate.

When	Gene	admired	Daria’s	earrings,	he	seemingly	was	making	an	innocent
comment.	When	he	remarked	about	her	perfume,	he	crossed	a	thin	line.	Daria
could	have	sent	a	direct	but	neutral	message	that	the	behavior	was	not
appropriate:	“It’s	okay	to	offer	a	compliment	or	admire	a	piece	of	jewelry.	It’s
not	okay	to	get	close	and	comment	on	my	perfume	or	scent.	That	behavior	is
creepy.	Please	don’t	do	it	again.	If	you	want	to	have	a	conversation,	please	honor
my	personal	space	and	don’t	get	so	close	when	you	speak	to	me.”

When	Lorraine	began	disparaging	Lars’s	work	in	meetings,	he	could	have	let
her	know	that	the	comments	were	not	okay	with	him:	“Please	stop!	I	can	take
criticism,	but	putting	me	down	in	front	of	other	people	is	embarrassing	for	me,



criticism,	but	putting	me	down	in	front	of	other	people	is	embarrassing	for	me,
for	you,	and	for	everyone	present.	If	you	have	issues	with	my	work,	let’s	talk
privately.”

When	Ian	became	aware	of	the	e-mails	being	sent	with	taunting	comments
about	him,	he	could	have	confronted	Nicola,	who	started	the	e-mail	chain,	in	a
firm	yet	polite	manner:	“Please	stop	teasing	me.	It’s	disruptive	and	it	humiliates
both	of	us.	If	you	have	work	issues	with	me,	come	and	talk	to	me	directly,	but
please	don’t	try	to	have	fun	at	my	expense.”

Roland’s	behavior	caught	Tatiana	by	surprise	and	rather	than	think,	she
reacted.	It’s	unfortunate	that	no	one	said	anything	to	him	about	his	annoying
mannerisms	before	the	altercation.	Once	things	calmed	down,	Tatiana	explained
her	reaction:	“Look,	it’s	not	okay	to	grab	me.	You’re	strong	and	you	had	a	firm
grip	on	my	arm.	Your	actions	were	physically	intimidating.	Please	refrain	from
touching	or	grabbing	me	in	the	future.	If	you	want	to	get	my	attention,	say
something	or	send	me	a	text	or	e-mail.”

All	of	these	examples	sent	a	strong,	firm,	yet	polite	message	about	the
behavior,	not	the	person.	They	were	clear,	feasible,	positively	framed,	and
respectful.	All	described	the	behavior	and	its	impact	and	asked	that	it	stop.	All
offered	an	alternative	to	the	behavior—a	constructive	way	that	the	relationships
can	continue	in	a	manner	where	everyone	feels	respected.	When	all	else	fails,
bring	it	back	to	respect.

Essential	Tips
			If	relationships	become	damaged,	they	have	to	be	fixed	because	they	affect
the	entire	workplace	and	the	organization.

			When	in	doubt,	think	about	the	impact	that	your	behavior	may	have	on
others.

			Employment	discrimination	laws	don’t	guarantee	a	utopian	work
environment	or	protect	employees	from	personality	or	workplace	conflict.

			When	dealing	with	disruptive	behavior,	don’t	accommodate,	don’t	avoid,
and	don’t	attack.

			Be	hard	on	the	problem	and	the	behavior,	but	not	on	the	person.



CHAPTER	11
WHAT’S	AN	ORGANIZATION	TO	DO?

The	harder	the	conflict,	the	more	glorious	the	triumph.
—Thomas	Paine

Even	if	you	don’t	think	so,	you	do	have	options	to	help	you	and	your
organization	address	serious	workplace	conflict	and	behavior	issues.	All	is	not
lost!	In	this	chapter,	we’re	going	to	explore	some	of	what	is	available	to
managers	and	organizations	to	make	it	a	little	easier	to	handle	difficult	situations
when	they	come	up—and	they	will.	We’re	going	to	look	at:

			Good	management	techniques.
			Management	training	options.
			Policies	that	can	help:

			Conflict	resolution.
			Harassment.
			Bullying.

			Wellness	programs.
			Employee	Assistance	Programs.
			Employee	training	options.
			Flexible	work	schedules.
			Alternative	dispute	resolution,	including	peer	review	panels.

You’re	probably	familiar	with	defining	management	as	“getting	things	done
through	others.”	This	sounds	easy	enough,	so	why	is	it	so	incredibly	difficult	to
successfully	manage	people	today?	Good	managers	understand	that	their	real	job
is	to	inspire	their	employees	to	do	their	absolutely	best	work	and	to	create	a
work	environment	where	good	work	can	be	accomplished.

We’ve	talked	a	lot	in	previous	chapters	about	good	communication	skills	and
establishing	trust	in	the	workplace;	these	are	two	incredibly	important	skills	and



much	needed	to	be	a	successful	manager.	They	are	critical	when	establishing	a
culture	where	conflict	is	encouraged	and	effectively	managed	in	order	to	move
the	organization	forward	(see	chapters	1	and	5).

Management	Techniques
In	order	to	create	a	culture	where	conflict	is	encouraged	and	effectively

managed,	managers	have	to	be	approachable.	Remember	the	old	“open-door”
policy	that	we	used	to	talk	about?	That	was	back	in	the	day	when	managers	had
doors	on	their	offices.	Today,	many	organizations	have	gone	to	open-floor
concepts	where	everyone	works	in	cubicles	or,	if	managers	and	people	above
them	have	offices,	they	may	not	have	doors.	So,	the	term	“open	door”	should	not
be	taken	literally;	just	think	of	it	as	managers	needing	to	be	available	to	their
people.

Consider	this	situation:	A	team	has	been	meeting	for	three	weeks	on	a
project	they’ve	been	told	is	of	great	importance	to	their	organization.	They’ve
reached	an	impasse	and	need	their	manager	to	help	them	take	the	next	step.	At
the	end	of	the	meeting,	the	team	leader	stops	by	the	manager’s	desk,	but	she’s
not	there.	He	emails	the	manager	and	asks	for	10	minutes	by	the	end	of	the	day.
Two	hours	later	he	gets	a	text	that	says	she’s	tied	up	in	a	budget	meeting	that
will	go	into	the	evening	and	she’s	off	on	a	business	trip	the	next	day.	Can	they
talk	next	week?	The	team	leader	goes	back	to	the	team	to	tell	them	they	probably
aren’t	going	to	get	with	the	manager	today	and	maybe	not	for	a	while,	so	they	try
to	move	ahead.	Because	they	don’t	have	what	they	need,	conflicts	come	up	and
the	project	is	stalled.

Of	course,	everyone	is	busy,	but	being	accessible	to	your	employees	is	a
management	imperative	and,	in	today’s	24/7	world,	we	all	stay	connected	all	the
time.	Maybe	this	manager	could	have	stepped	out	of	the	budget	meeting	for	a
quick	10	minutes	with	her	team	leader	and	then	the	group	could	have	continued
to	make	progress	as	opposed	to	being	stuck	until	she	was	free.	Think	open	door
—even	when	there	aren’t	actual	doors!

Another	potential	source	of	workplace	conflict	is	unclear	expectations.
Managers	must	be	clear	with	associates	as	to	what	is	expected	of	them	and	in
what	time	frame.	Has	this	ever	happened	to	you?	Your	manager	quickly	outlines
something	he/she	wants	you	to	do	and	sends	you	on	your	way.	You	get	right	to	it
and	return	with	the	finished	project	and	hear,	“That’s	not	what	I	wanted.”	Or,
you	get	a	call	from	the	manager	at	the	end	of	the	morning	asking	when	you	will
be	finished	and	you	thought	you	had	a	week	to	get	it	done!	Clear	expectations
are	critical	to	good	working	relationships	and	for	avoiding	the	kind	of	conflict



that	is	disruptive	and	hostile.	A	good	manager	is	clear	when	setting	expectations
and	is	also	open	to	having	employees	ask	questions	like	“When	do	you	need
this?”	or	“Can	I	come	back	to	you	if	I	have	a	question	as	I	work	on	this?”	And,
think	about	how	much	better	it	is	when	employees	know	what	is	expected	of
them	and	have	clear	access	to	their	manager	when	needed.

	Chapter	6:	You	Want	Me	to	Do	What?

Management	Training
I	used	to	work	with	a	high-level	executive	who	said	that	you	can’t	teach

people	to	manage	others;	it	is	a	skill	you	are	born	with.	Well,	I	totally	disagree
with	that!	I	think	you	can	certainly	train	people	in	the	very	skills	they	need	to	be
an	effective	manager.	Here	are	some	of	the	most	important	training	opportunities
a	well-managed	organization	should	offer	to	anyone	before	they	take	on
managerial	responsibilities,	and	this	list	is	certainly	not	all-inclusive:

			Communication	skills	(listening,	speaking,	business	writing,	and
presentation	skills).

			Conflict	management	skills.
			Critical	conversation	skills.
			Harassment	prevention	skills.
			Diversity	and	inclusion	skills.
			Delegation	skills.
			Counseling	skills.
			Coaching	skills.
			Mentoring	skills.
			Interviewing	skills.
			Performance	management	skills	(feedback,	goal	setting,	and	performance
appraisal	skills).

			Conducting	an	effective	meeting.
			Team-building	skills.
			Change	management	skills.
			Effective	use	of	technology.

As	Mitchell	and	Gamlem	write	in	The	Big	Book	of	HR,	there	are	many	ways
that	training	can	be	delivered,	including	in-house	programs,	public
workshops/seminars,	online	training,	programs	at	local	universities,	or	corporate



universities.1

Mentoring	can	also	be	a	very	cost-effective	way	to	develop	new	managers.
Use	your	existing	great	managers	to	mentor	employees	who	are	being	promoted
into	a	managerial	role.

Policies
Having	well-written	policies	can	be	very	helpful	in	conflict	management

situations.	For	example,	if	your	firm	has	a	policy	of	how	conflicts	should	be
handled	in	your	organization,	and	everyone	who	joins	the	organization	is	trained
on	the	policy	and	how	to	use	it,	people	have	a	place	to	start	when	trouble
happens.	I	wish	I	could	say	that	if	you	have	a	conflict	resolution	policy,	conflict
will	go	away,	but	that’s	not	going	to	happen.	You	still	employ	people	and	people
have	conflicts.

If	your	organization	determines	it	is	advisable	to	have	a	conflict	resolution
policy,	it	should	include:

			Purpose	of	the	policy.
			Eligibility	to	bring	claims.
			How	to	file	a	claim	and	with	whom.
			Time	frame	to	file	a	claim	from	date	of	precipitating	incident	(if
applicable).

			Action	to	be	taken	if	the	situation	isn’t	resolved.
			Process	for	appeal,	if	any.
			Time	frame	for	appeals,	if	any.
			Who	should	be	involved	in	the	resolution	(HR,	outside	mediator,	labor
attorney,	etc.).

			Non-retaliation	policy.

	Appendix:	Sample	Conflict	Resolution	Policy
Policies	also	serve	the	purpose	of	helping	organizations	to	set	expectations.

Organizations	often	develop	policies	that	address	performance	and	workplace
conduct.	A	performance	management	policy	should:

			Provide	a	process	for	managers	to	communicate	job	expectations	and	to
formally	evaluate	performance	against	those	expectations.

			Describe	clear	expectations	that	must	be	related	to	job	performance	such
as	skills,	behaviors,	and	tasks	important	for	job	success,	and	should	be:



			Specific,	measurable,	and	observable.
			Within	the	employee’s	control.
			Achievable	with	time	and	resources.

			Encourage	informal	evaluation	and	communication	on	a	continual	basis.
			Develop	a	culture	of	continued	improvement.
			Require	communication	of	performance	expectations.
			Provide	a	process	for	performance	improvement	to	correct	performance
below	expectations.

			Provide	a	process	for	continued	performance	success	for	“star”
performers.2

A	workplace	conduct	policy	should:
			Establish	and	define	professional	standards	of	conduct	that	are	not
acceptable,	while	stressing	that	the	list	is	not	all	inclusive	and	that	there
can	be	other	infractions.

			Provide	assistance	to	employees	to	change	inappropriate	behavior.
			Provide	management	a	means	to	address	issues.
			Provide	management	responses	if	behavior	does	not	change.
			Provide	a	flexible	approach	(progressive	or	corrective	discipline)	process
to	address	conduct.

			Provide	communication	mechanisms	for	employees	and	managers.

A	corrective	discipline	process	can	include	these	steps:
			Open	dialogue/verbal	counseling.
			Written	counseling/letter	of	caution.
			Final	written	notice.
			Suspension.
			Termination.

A	fair	and	defensible	corrective	discipline	process	allows	management
flexibility	in	determining	whether	all	steps	should	be	used	in	dealing	with	a
specific	problem	and	in	deciding	when	immediate	or	severe	action	must	be
taken.	Don’t	be	too	specific	in	your	process	and	tie	management’s	hands.
Disciplinary	action	can	and	should	start	at	any	stage	depending	on	the	severity	of
the	behavior.	Don’t	factor	judgment	out	of	the	process.3

Organizations	should	also	have	a	harassment	policy	that	is	communicated	to
all	employees	and	in	writing.	The	policy	should	cover	all	forms	of	harassment,
not	just	sexual	harassment,	and	provide:



not	just	sexual	harassment,	and	provide:
			A	definition	of	harassment	with	clear	explanations	of	prohibited	conduct.
			A	definition	of	the	responsibilities	of	all	employees,	the	responsibilities	of
management	employees,	and	the	responsibilities	of	human	resources.

			Assurance	against	retaliation.
			A	clear	complaint	process.
			Assurance	of	confidentiality	to	the	extent	possible.
			A	clear	investigation	process.
			Assurance	of	corrective	action	when	harassment	has	occurred.4

Finally,	the	organization	should	have	a	policy	that	prohibits	discrimination
that	applies	to	employees	and	applicants	and	that	ensures	that	all	employee
practices	are	administered	without	unlawful	discrimination	on	any	protected
basis.5

Workplace	Bullying
It	has	become	more	common	for	bullying	to	happen	in	the	workplace.

Bullying	can	take	a	variety	of	forms,	but	it	is	commonly	defined	as	repeated,
health-harming	mistreatment	of	one	or	more	persons	(the	targets)	by	one	or	more
perpetrators.	It	is	abusive	conduct	that	is	threatening,	humiliating,	or
intimidating;	or	is	work	interference	(sabotage),	which	prevents	work	from
getting	done	or,	is	verbal	abuse.

Bullying	can	cause	emotional	stress	and	has	a	ripple	effect	within
organizations	because	bullies	breed	other	bullies	if	left	unchecked.

Bullies	can	be	managers	or	employees	or	coworkers,	and	organizations	have
to	be	vigilant	in	order	to	stop	bullying	behavior	as	quickly	as	possible.	Consider
that	employees	can	bully	managers	as	easily	as	the	other	way	around.

Organizations	should	develop,	implement,	and	communicate	a	bullying
policy.	This	policy	should	be	included	in	your	employee	handbook	and
discussed	with	all	new	hires	during	the	on-boarding	process.	It	is	also	a	good
idea	to	discuss	this	policy	(and	others)	from	time	to	time	in	all-staff	meetings	or
in	employee	newsletters	to	keep	the	concepts	fresh	in	the	minds	of	your	staff.
Included	in	the	policy	should	be:

			Objective	(purpose	of	the	policy).
			Who	it	covers	(all	employees,	management,	executives,	etc.).
			Definition	of	workplace	bullying.
			Examples	of	behaviors	that	will	not	be	tolerated.



			How	to	report	workplace	bullying.
			Investigation	process	when	workplace	bullying	is	reported.
			Consequences	of	workplace	behavior	(action	that	will	be	taken).

	Chapter	10:	Are	You	Playing	Nice	in	the	Sandbox?

Wellness	Programs
Many	organizations	now	have	wellness	programs	that	can	be	helpful	in

creating	a	culture	where	conflict	is	rare,	and	when	it	arises,	it	moves	the
organization	forward	as	opposed	to	stopping	it	cold.	These	programs	yield
healthier	and	more	productive	employees	and	can	help	reduce	the	stress	related
to	working	in	today’s	increasingly	complex	environments.	Many	wellness
programs	also	include	family	members	of	employees	and	may	include	nutrition
programs,	weight	loss,	smoking	cessation,	stress-reduction	techniques	(including
yoga),	mindfulness,	and	fitness	programs.6

As	Scott	Eblin	says	in	Overworked	and	Overwhelmed,	“Does	it	feel	like	it’s
gotten	worse	over	the	past	several	years?	Most	of	the	people	I	talk	to	and	work
with	feel	like	it	feels	crazier	lately.”7	He	goes	on	to	talk	about	all	the	technology
advances	we’ve	made	in	the	past	few	years	including	the	smart	phone.	Has	the
smartphone	helped	or	hurt	us?	Yes,	we	all	now	carry	a	powerful	computer	in	our
pocket	that	takes	great	pictures	and	allows	us	to	play	games	when	we’re	standing
in	line,	but	what	else	has	it	done?	Eblin	says,	“A	survey	of	executives,	managers,
and	professionals	conducted	by	the	Center	for	Creative	Leadership	in	2013
shows	that	the	typical	smartphone	carrying	executive,	manager,	and	professional
is	interacting	with	work	an	average	of	72	hours	a	week.”	He	continues	that	at
that	pace	of	work—after	you	subtract	time	for	eating,	sleeping,	and	personal
hygiene—we	end	up	with	only	about	40	hours	a	week	for	everything	else	we
want	or	need	to	do.	Is	it	any	wonder	people	feel	stressed?

One	way	of	dealing	with	the	issues	of	today’s	complex	world	is	a	stress-
reduction	technique	called	mindfulness.	Jon	Kabat-Zinn	created	the
Mindfulness-Based	Stress	Reduction	Program	at	the	University	of	Massachusetts
Medical	Center	in	1979	and	now	more	than	200	hospitals	around	the	world	have
adopted	similar	programs.	Eblin	quotes	Kabat-Zinn’s	definition	of	mindfulness
as	“the	awareness	that	arises	by	paying	attention	on	purpose	in	the	present
moment	and	nonjudgmentally.”8	Your	Employee	Assistance	Program	may	offer
mindfulness	training,	which	can	be	a	valuable	resource	as	you	work	to	help	your
employees	deal	with	stress	and	manage	workplace	conflicts.



Employee	Assistance	Programs	(EAP)
One	of	the	best	tools	available	to	organizations	and	to	managers	is	your

Employee	Assistance	Program.	EAPs	can	help	employees	identify	and	resolve
concerns	related	to	health,	marital	situations,	family,	finances,	substance	abuse,
legal	matters,	emotional	problems,	stress,	workplace	violence,	bullying,	or	other
personal	issues	that	can	impact	job	performance.	They	can	be	in-house	programs
or	offered	through	an	outside	contractor.9	EAP	professionals	can	be	extremely
helpful	when	workplace	conflicts	are	related	to	stress.	Many	EAPs	also	offer
mediation	services	to	their	clients.

Examples	of	Referrals	to	an	EAP
Access	to	EAP	services	are	typically	through	a	referral.	Common	types	of

referrals	include:
			Self-referrals,	where	an	employee	voluntarily	seeks	assistance	for	an
issue	affecting	his/her	life,	either	at	work	or	away	from	work.

			Management	referrals,	which	are	voluntary	referrals	based	on	tangible,
observed,	and	documented	indicators	of	deteriorating	job	performance
or	behavior.	If	an	employee	fails	to	take	advantage	of	the	EAP,	no
direct	management	action	should	be	taken,	but	the	organization	should
continue	to	hold	the	employee	accountable	for	performance	and
conduct,	and	take	appropriate	action	if	there	is	further	deterioration.

			Mandatory	referrals	generally	occur	as	the	result	of	a	positive	drug	test
or	when	violent	or	potentially	violent	behavior	is	exhibited.	Unlike
management	referrals,	employees	can	be	subject	to	management	action,
including	termination	for	failure	to	contact	the	EAP.	Employees	are
often	placed	on	leave	until	they	contact	the	EAP,	comply	with	a	course
of	treatment,	and	receive	an	appropriate	fitness-for-duty	report.

We	suggest	that	managers	be	trained	on	how	to	use	the	EAP.	EAPs	are	a
tremendous	resource	when	used	appropriately	and	can	help	with	conflict
management	situations	when	needed.

Employee	Training
Today’s	workers	are	hungry	for	development	and	training.	Savvy

organizations	offer	training	in	a	variety	of	topics	to	all	employees,	not	just
management	or	leadership	level	staff.	Consider	offering	to	all	levels	of	the



management	or	leadership	level	staff.	Consider	offering	to	all	levels	of	the
organization	a	subset	of	the	training	that	is	provided	to	your	managers;	just	tailor
the	content	to	their	jobs	and	eliminate	the	parts	of	the	programs	that	focus	on
managerial	skill	development.

Consider	how	effective	it	might	be	for	your	employees	to	take	conflict
management	training	so	that	they	learn	techniques	to	avoid	some	of	the	negative
impacts	of	unresolved	conflict.

Workplace	Flexibility
Increasingly,	employees	are	looking	for	ways	to	make	their	lives	simpler,

and	one	of	the	most	valued	benefits	today	is	being	able	to	have	some	flexibility
in	scheduling	work.	As	Mitchell	and	Gamlem	say	in	The	Big	Book	of	HR,	“A
workplace	environment	that	allows	employees	to	change	when	and	how	they
work,	based	on	their	needs	and	job	responsibilities,	relieves	work/life	conflict
and	reduces	turnover,	according	to	a	study	by	the	University	of	Minnesota.”10

Workplace	flexibility	takes	many	forms,	including:
			Part-time	or	reduced-hours	schedules.
			Telecommuting	from	a	satellite	location,	or	working	from	home	on
specific	days	or	full-time.

			Flex-time	with	core	hours	where	employees	choose	their	start-and	end-
times,	but	must	be	present	during	specific	times	of	the	day.

			A	compressed	work	week	where	full-time	employees	work	longer	days	for
part	of	the	week	or	pay	period	in	exchange	for	shorter	days	or	an
additional	day	off	each	week	or	pay	period.

There	are	many	other	options	for	organizations	that	want	to	relieve	employee
stress	and,	perhaps,	reduce	workplace	conflict	situations,	but	it	is	important	to
have	policies	in	place	that	meet	the	needs	of	your	workforce.	It	is	also	critical
that	programs	be	fair	and	equitable,	and	that	managers	are	trained	in	how	to
manage	remote	employees,	if	applicable.	Also,	be	sure	your	programs	comply
with	the	Fair	Labor	Standards	Act	(FLSA),	the	Family	and	Medical	Leave	Act
(FMLA),	the	Occupational	Safety	and	Health	Act	(OSHA),	and	any	other
applicable	laws.

Alternative	Dispute	Resolution	Methods
Alternative	dispute	resolution	(ADR)	is	a	problem-solving	technique	that

generally	uses	a	trained,	third-party	neutral	panel.



In	Chapter	9,	we	talked	about	a	manager	or	HR	professional	assuming	the
role	of	mediator	to	help	solve	conflicts.	In	addition,	organizations	can	use
external	mediators.	Mediation	is	a	method	of	dispute	resolution	that	uses	a
neutral	third	party	to	facilitate	communication	between	individuals	to	promote	a
resolution	based	on	the	individuals’	interests.	Traditionally,	trained	mediators
who	do	not	work	for	the	organization	have	been	used.	However,	employees	can
be	trained	to	serve	as	mediators	and	some	organizations	are	implementing
formal	peer	mediation	programs.	A	mediator	does	not	have	decision-making
authority	but	acts	as	a	facilitator	and	helps	the	individuals	involved	in	the	dispute
to	come	to	a	mutually	acceptable	agreement.

Peer	review	panels	can	be	an	effective	way	for	organizations	to	resolve
workplace	conflicts.	The	peer	review	process	uses	a	group	of	managers	and
employees	who	are	trained	in	the	organization’s	policies	and	are	empowered	to
make	final	decisions	on	a	specific	range	of	work-related	issues.	Unlike	a
mediator,	the	peer	review	panel	has	the	authority	to	render	a	decision	that	is
binding	on	the	people	involved.	Time	and	costs	are	involved	for	training	panel
members	as	well	as	the	time	and	labor	costs	spent	participating	on	the	panel.
Employees	serving	on	peer	review	panels	have	the	opportunity	to	interact	with
managers	to	reach	a	fair	decision,	and	they	become	messengers	for
management’s	genuine	concern	about	doing	the	right	thing	and	creating	a
positive	work	environment.

The	American	Arbitration	Association	(AAA)	is	a	public-service,	not-for-
profit	organization	that	offers	a	broad	range	of	dispute	resolution	services	to
organizations	around	the	country.	Hearings	may	be	held	at	locations	convenient
for	the	organizations	involved	and	are	not	limited	to	cities	with	AAA	offices.	In
addition,	the	Federal	Mediation	and	Conciliation	Service	provides	mediation
services.

Workplace	conflict	is	a	fact	of	life,	but	you	have	many	resources	available	to
you	to	help	you	manage	those	conflicts	effectively.	We	hope	this	book	will
provide	you	with	what	you	need	to	successfully	navigate	the	world	of	workplace
conflict	and	we’ve	also	provided	you	with	a	bibliography	for	additional	help	if
needed!

Essential	Tips
			No	matter	how	good	a	manager	you	are,	there	will	be	conflicts	in	your
organization.

			Train	your	managers	to	handle	conflict.



			Have	well-written	and	well-communicated	policies	including	on	conflict
resolution	and	bullying.

			Consider	adding	a	wellness	program.
			Make	good	use	of	your	Employee	Assistance	Program.
			Train	your	employees	to	handle	conflict.
			Allow	as	much	flexibility	as	your	work	permits.
			Use	alternative	dispute	resolution	methods	if	needed,	including	peer
review	panels.



AFTERWORD

Whenever	two	or	more	people	come	together	to	live,	play,	or	work,	there	are
going	to	be	differences.	In	the	best	of	situations,	there’ll	be	creativity;	in	the
worst,	there’ll	be	conflict.

In	The	Essential	Workplace	Conflict	Handbook,	we	presented	a	variety	of
situations	in	which	people	at	work	were	in	conflict.	Through	these	examples,	we
tried	to	help	our	readers	understand	why	these	conflicts	might	exist.	Our	intent
was	to	provide	tips	and	insights	into	managing	conflict	in	your	workplace.
However,	conflict	is	complicated	and	often	complex.	Each	encounter	has	to	be
acknowledged,	assessed,	and	addressed	on	its	own	circumstances	and	merits.
Managing	conflict	takes	time,	patience,	and	practice.	It	doesn’t	come	easily	for
many	people	and	there’s	an	art	to	perfecting	conflict	resolution.	The	next	time
you	encounter	it,	go	to	the	balcony,	take	a	deep	breath,	and	thumb	through	this
book	again.

After	we	finished	writing	The	Big	Book	of	HR,	we	jokingly	told	people,
“We’re	still	talking	to	each	other!”	We	recognize	that	our	working	styles	are
different,	but	we	don’t	let	our	differences	interfere	with	our	work.	We	don’t	have
time	for	interferences.	We’ve	got	more	books	to	write!

Cornelia	Gamlem	Barbara	Mitchell	Washington,	D.C.



APPENDIX
ADDITIONAL	RESOURCES

Seven	Dimensions	of	Culture

(The	following	table	on	pages	206,	207,	and	208	is	based	on	the	model
developed	by	Fons	Trompenaars	and	Charles	Hampden-Turner	as	published	in
their	book,	Riding	the	Waves	of	Culture.)	Rules	vs.	Relationships

The	Individual	vs.	The	Group



How	Far	People	Get	Involved

How	People	Express	Emotions

How	People	View	Status



How	People	Manage	Time

How	People	Relate	to	Their	Environment

	



	

Examples	of	Team	Conflicts

Any	of	these	can	result	in	team	members	being	in	conflict	with	other	team
members.



			Unclear	team	purpose—why	are	we	together	and	what	are	we	expected	to
accomplish?

			Unclear	roles	on	the	team.	For	example,	who	is	the	team	leader?
			Poor	choice	of	a	team	leader.
			Unproductive	team	meetings.
			Disruptive	behavior	that	is	unresolved.
			Lack	of	cooperation	between	team	members.
			Diversity	issues	(see	Chapter	2).
			Withholding	information	from	other	members	of	the	team.
			Lack	of	interest/commitment.
			Cliques	within	the	team.
			Frequent	changes	in	direction.
			Unrealistic	expectations.
			Lack	of	support	from	outside	the	team.
			Team	members	not	pulling	their	weight	and	expecting	others	to	pick	up
the	slack.

			Personality	conflicts	between	team	members.
			Not	having	the	tools	to	accomplish	the	team	goals.

Working	With	Emotions
Emotions	affect	how	you	see	a	problem,	how	the	other	person	sees	a

problem,	and	in	many	cases	may	be	a	big	part	of	what	is	wrong.
			Be	aware	of	emotions—yours	and	theirs—when	they	arise.	Have	you	done
something	that	humiliated	them?	Are	they	disappointed	with	your
suggestions	for	how	to	handle	a	problem?	Do	they	feel	you	are	ignoring
them?

			Find	the	cause	of	the	emotion(s).	Is	anger	related	to	the	current	problem	or
something	that	happened	a	long	time	ago?	Is	it	something	still	worth	being
upset	about?	Are	you	frustrated	with	yourself	because	you	didn’t	do
something	you	were	supposed	to	do?	Is	your	boss	mad	at	you	because	his
boss	is	mad	at	him?

			Don’t	place	blame.	It’s	never	productive	and	focuses	on	the	past,	making
everyone,	including	yourself,	feel	bad.	It	accomplishes	nothing.

			Acknowledge	and	discuss	emotions.	You	may	want	to	ask	what	it	is	that
makes	the	other	person	feel	anxious,	angry,	etc.	Say	something	such	as:	“It



seems	like	you’re	upset	about	something.	Maybe	we	should	talk	about
what’s	making	you	upset	before	we	continue.”	People	can	feel	vulnerable
when	discussing	emotions.	By	raising	the	subject,	you	are	letting	them
know	you	care	about	them,	are	willing	to	listen,	and	that	you	too	are
vulnerable.

			You	can’t	disagree	with	an	emotion.	Respect	what	others	say	about	their
emotions.	They	know	how	they	feel	better	than	you	do.	On	the	other	hand,
when	you	are	conveying	your	emotions,	say,	“I	felt	hurt	(angry,	anxious,
etc.)	when	you	failed	to	(include	me	in	the	discussion,	follow	up	on	the
assignment,	etc.).”

Self-Reflection	Exercise
What	is	your	listening	style?
Circle	the	responses	that	most	closely	reflect	how	you	listen.	You	may	use	a

different	listening	style	in	different	situations.

Appreciative	Listening
			Listen	to	enjoy	the	experience—motivated	by	enjoyment.
			Focus	is	to	be	entertained.
			Tune	out	when	they	are	no	longer	interested.	(Give	someone	a	remote
control	and	watch	them	switch	the	channel	when	they	lose	interest.)	
Appropriate	when	someone	is	telling	a	joke	or	good	story,	going	to	a
concert,	comedy	club,	or	other	fun	activity.

Empathic	Listening
			Listen	to	support	the	speaker.
			Focus	is	to	show	concern.
			Motivated	by	desire	to	impact	the	person	talking	by	providing	an
opportunity	to	express	their	feelings	(“a	shoulder	to	cry	on”).

			Appropriate	when	counseling,	allowing	someone	to	blow	off	steam,	or
bonding	with	someone	with	whom	you	want/have	a	good	relationship.

Comprehensive	Listening
			Listen	to	organize	the	information	being	given	by	the	speaker.
			Focus	is	to	make	sense	out	of	the	information.
			Motivated	by	a	chance	to	apply	what	they	are	hearing	to	their	own



experience.
			Enjoy	picking	out	the	main	idea	and	supporting	ideas	to	help	create	an
organized	message.

			Appropriate	when	taking	directions,	helping	someone	make	sense	of
scattered	thoughts,	or	trying	to	determine	an	action	to	take.

Discerning	Listening
			Listen	to	gather	information.
			Focus	is	to	get	the	complete	picture	and	information.
			Motivated	by	the	desire	to	find	the	main	message	and	sort	out	details.
			Appropriate	in	learning	situations	where	the	goal	is	to	gather	as	much
information	as	possible.

			Usually	have	many	questions.

Evaluative	Listening
			Listening	to	move	to	action	and	fix	the	situation.
			Focus	is	on	making	a	decision	from	the	available	information.
			Motivated	to	relate	information	to	their	personal	beliefs	and	question
motives	behind	the	message	in	order	to	accept	or	reject	the	message	and
move	to	action	or	fix	the	problem.

			Appropriate	when	you	need	to	make	a	decision,	vote	on	something,	draw
conclusions,	or	move	to	fix	something.

The	Communication	Cycle

Position	vs.	Interest—An	Exercise



Reflect	on	a	past	conflict	you	had	in	which	what	the	other	person	wanted
seemed	to	conflict	with	what	you	said	you	wanted.	Use	the	following	format	to
examine	the	positions	and	interests:	 Briefly	describe	the	event.

			What	was	your	stated	position?	What	was	it	that	you	wanted?
			Why	did	you	take	this	position?	Why	did	you	want	it?
			What	were	you	saying	no	to?	What	activity	or	behavior	did	you	want	to
say	yes	to?

			What	were	you	seeking	to	change?	Why?
			What	core	value(s)	were	you	seeking	to	protect?	Why?
			To	the	best	of	your	ability,	why	might	they	have	wanted	what	they	said
they	wanted?	(Try	to	give	them	the	benefit	of	the	doubt	rather	than
assuming	negative	motivations.)	 What	were	they	saying	no	to?	What
activity	or	behavior	might	they	want	to	say	yes	to?

			What	might	they	have	been	seeking	to	change?	Why?
			What	core	value(s)	were	they	seeking	to	protect?	Why?

Hersey/Blanchard	Situational	Leadership	Model

Supporting	or	Participating
Leaders	pass	day-to-day	decisions,
such	as	task	allocation	and	process,
to	the	follower.	The	leader
facilitates	and	takes	part	in
decisions,	but	control	is	with	the
follower.

Coaching/Selling
Leaders	still	define	roles	and	tasks,
but	seek	ideas	and	suggestions	from
the	follower.	Decisions	are	the
leader’s	prerogative,	but
communication	is	much	more	two-
way.

Delegating
Leaders	are	still	involved	in
decisions	and	problem	solving,	but
control	is	with	the	follower.	The
follower	is	responsible	for
implementation	and	decides	when
and	how	the	leader	will	be	involved.

Directing/Telling
Leaders	define	the	roles	and	tasks	of
the	followers	and	supervise	them
closely.	Decisions	are	made	by	the
leader	and	announced	to	the
followers.	Communication	is
largely	one-way.

Discovering	Your	Conflict	Style	(adapted	from	The	Power	of	a



Good	Fight)

Competing
1.			Do	you	enjoy	the	give	and	take	of	a	good	argument?
2.			Are	you	competitive—even	in	situations	where	the	results	aren’t	very

important	to	you?
3.			Do	coworkers	frequently	give	in	to	you	because	it’s	too	much	trouble	to

work	things	out?
4.			Are	there	some	people	in	the	organization	who	avoid	you	or	fear

interaction	with	you?

If	you	answered	yes	to	two	or	more	of	these	questions,	your	preferred	style	is
competing.

Accommodating
1.			Is	loyalty	one	of	your	highest	values?
2.			Is	it	important	to	you	to	have	coworkers	like	you?
3.			Do	you	give	in	during	disagreements—even	if	you	think	you	have	a	better

idea—because	you	believe	it’s	best	for	your	team	or	organization?
4.			Are	you	constantly	trying	to	take	care	of	the	feelings	of	others	or	to	make

them	feel	better?

If	you	answered	yes	to	two	or	more	of	these	questions,	your	preferred	style	is
accommodating.

Avoiding
1.			Do	you	generally	avoid	conflict	even	when	the	issue	is	important	to	you?
2.			Are	you	frequently	unsure	about	where	you	stand	on	a	particular	issue	that

others	seem	to	feel	strongly	about?
3.			Do	you	avoid	certain	people	in	your	organization	who	have	abrasive	or

competitive	styles?
4.			Do	you	prefer	to	have	time	to	think	before	you	speak	or	answer	questions?

If	you	answered	yes	to	two	or	more	of	these	questions,	your	preferred	style	is
avoiding.

Compromising
1.			When	you’re	upset	with	a	coworker,	do	you	feel	a	need	to	talk	to	someone



else	about	the	issue?
2.			Does	the	idea	of	confronting	someone	directly	with	your	issues	intimidate

you?
3.			Do	others	at	your	level	of	the	organization	come	to	you	to	talk	about	their

problems	with	their	coworkers?
4.			Do	you	need	to	talk	extensively	about	your	feelings	with	someone	before

you’re	sure	what	you	think	and	feel?

If	you	answered	yes	to	two	or	more	of	these	questions,	your	preferred	style	is
compromising.

Collaborating
1.			Do	others	frequently	ask	you	to	mediate	their	disputes?
2.			Do	you	consistently	step	back	from	the	emotion	of	a	conflict	and	think

before	responding?
3.			Are	you	able	to	see	the	big	picture	during	disagreements?
4.			Are	you	able	to	remember	and	consider	your	own	goals	as	well	as	your

organization’s	goals	during	an	argument?
5.			Do	others	tell	you	that	you	are	a	good	listener?

If	you	answered	yes	to	two	or	more	of	these	questions,	your	preferred	style	is
collaborating.

Preparing	to	Mediate:	A	Checklist

If	you’re	called	upon	to	mediate	a	conflict,	the	questions	presented	in	this
checklist	can	help	you	organize	your	thoughts	about	the	problem-solving
process.

People
			How	do	they	see	the	problem?
			Are	emotions	part	of	the	problem?
			Are	they	having	any	misunderstandings?

Interests
			What	are	the	interests	of	each	person	to	the	conflict?
			Can	they	each	articulate	their	needs,	wants,	hopes,	and	fears?



Inventing	Options
			Have	the	individuals	focused	on	options?
			Have	they	tried	brainstorming?

Fairness
			Has	each	person	identified	standards	of	fairness	to	help	address	the
problem?

			Have	fair	procedures	been	identified?

Yourself
			Do	I	have	the	vantage	point	of	a	neutral	observer?
			Can	I	describe	the	problem	in	a	way	that	rings	true	for	all	involved?
			Do	I	understand	that	the	individuals	involved	have	to	determine	the
solution?

Employment	Discrimination	Laws	and	Related
Websites

This	list	is	not	meant	to	be	all-inclusive.	There	are	additional	federal	laws,	as
well	as	state	and	local	laws,	that	impact	working	relationships.	Laws	and
regulations	are	not	static,	and	they	frequently	change.	The	resolution	of	each
circumstance	encountered	by	readers	should	ultimately	be	determined	on	a	case-
by-case	basis,	depending	upon	the	particular	facts.	Legal	counsel	should	be
sought	as	appropriate.

Select	federal	non-discrimination	laws	include	but	are	not	limited	to:
			Age	Discrimination	in	Employment	Act	(ADEA)	and	Older	Workers
Benefit	Protection	Act	(OWBPA).

			Americans	With	Disabilities	Act	and	the	ADA	Amendments	Act	(ADA).
			Employee	Retirement	Income	Security	Act	(ERISA).
			Equal	Pay	Act	(EPA).
			Fair	Labor	Standards	Act	(FLSA).
			Family	and	Medical	Leave	Act	(FMLA).
			Genetic	Information	Nondiscrimination	Act	(GINA).
			Health	Insurance	Portability	and	Accountability	Act	(HIPAA).
			Immigration	Reform	and	Control	Act	(IRCA).



			National	Labor	Relations	Act	(NLRA).
			Occupational	Safety	and	Health	Act	(OSHA).
			Patient	Protection	and	Affordable	Care	Act	(ACA).
			Pregnancy	Discrimination	Act	(PDA).
			Title	VII	of	the	Civil	Rights	Act	of	1964	and	the	Civil	Rights	Act	of	1991
(Title	VII).

			Uniformed	Services	Employment	and	Reemployment	Rights	Act
(USERRA).

Related	Websites
			Equal	Employment	Opportunity	Commission	(www.eeoc.gov).

			ADEA;	OWBPA;	ADA;	EPA;	GINA;	PDA,	Title	VII.
			Department	of	Labor	Wage	and	Hour	Division	(www.dol.gov/whd).

			FMLA;	FLSA.
			Department	of	Labor	Employee	Benefits	Security	Administration
(www.dol.gov/ebsa).
			ERISA;	HIPAA;	ACA.

			Department	of	Labor	(www.dol.gov/compliance/laws/comp-osha.htm).
			OSHA.

			Department	of	Labor	Veterans	Employment	and	Training	Services
(www.dol.gov/vets).
			USERRA.

			National	Labor	Relations	Board	(www.nlrb.gov).
			NLRA.

			United	States	Citizenship	and	Immigration	Services	(www.uscis.gov).
			IRCA.

Spiral	of	Disrespect

http://www.eeoc.gov
http://www.dol.gov/whd
http://www.dol.gov/ebsa
http://www.dol.gov/compliance/laws/comp-osha.htm
http://www.dol.gov/vets
http://www.nlrb.gov
http://www.uscis.gov


Preventing	Harassment—Managers’	Guide

Although	some	of	the	information	in	this	guide	is	specific	to	workplace
harassment,	it	can	serve	as	guiding	principles	for	preventing	other	types	of
disruptive	workplace	behavior.	Follow	your	organization’s	policies	and	enforce
the	policies	and	the	rules.

			Immediately	document	observed	or	reported	incidents	of	harassment.
			Notify	human	resources	immediately.

If	an	employee	says	that	he	or	she	will	handle	the	incident	and	does	not	want
you	to	disclose	it,	you	must	advise	that	this	is	not	an	option.	(The	organization	is
obligated	to	investigate	once	it	has	knowledge	of	the	alleged
discrimination/harassment.)	 Remain	neutral.	Do	not	take	sides.

			Maintain	confidentiality.

Set	a	positive	tone	and	example	through	your	own	actions	and	behaviors.
			Be	mindful	of	behavior,	language,	and	social	interactions.
			Be	respectful	of	others’	personal	space.

Be	open	to	discussing	the	issue	of	harassment	or	other	types	of	disruptive
behaviors.

			Distribute	copies	of	the	policies	when	requested	by	management.
			Remind	employees	that	discriminatory/harassing	behaviors	or	remarks,	or
any	other	disrespectful	behaviors	or	remarks,	do	not	belong	in	the
workplace.

Be	actively	alert	for	inappropriate	workplace	behavior.	Treat	it	seriously.



Be	actively	alert	for	inappropriate	workplace	behavior.	Treat	it	seriously.
			Act	quickly.	Don’t	put	it	off.
			Address	improper	conduct	if	you	see	it	happening.
			Don’t	ignore	it;	it	won’t	go	away.
			Remember	that,	as	a	supervisor,	if	you	knew	or	should	have	known	of
conduct	that	potentially	could	be	harassment	or	discrimination,	the
company	is	liable	to	show	that	immediate	and	appropriate	corrective
action	was	taken.

Workplace	Harassment—Employee	Rights	&	Responsibilities

You	have	the	right	to	work	in	an	environment	free	from	harassment	or	other
disruptive	behavior.	Along	with	that	right,	goes	the	responsibility	to	assure	your
rights	and	those	of	your	coworkers	are	protected.	Though	some	of	the
information	in	this	guide	is	specific	to	workplace	harassment,	it	can	serve	as
guiding	principles	for	preventing	other	types	of	disruptive	workplace	behavior.

			Be	an	up-stander,	not	a	by-stander.	Speak	up	against	potentially	offensive
and	disruptive	behavior.	Even	if	you	are	an	impartial	observer,	you	have
the	right	and	responsibility	to	speak	up.

			Describe	the	behavior	that	offends	you.
			Explain	the	impact.	Provide	enough	information	so	the	offender
understands	the	impact	of	the	behavior	on	you	and	others.

			Let	the	individual	know	that	the	behavior	is	unwanted	and	you	are	asking
for	it	to	stop.

			If	someone	finds	your	behavior	offensive	or	disruptive,	don’t	get
defensive.	Listen	for	understanding	and	clarity.

			If	the	behavior	continues,	report	it	according	to	company	policy.
			Be	sensitive	to	the	feelings,	values,	opinions,	and	attitudes	of	fellow
employees.

			Recognize	that	harassment,	sexual	or	otherwise,	is	seen	through	the	eye	of
the	beholder.

			Do	not	assume	that	coworkers	enjoy	hearing	comments	about	their
appearance,	stories	about	your	“love	life,”	being	touched,	propositioned,
or	subjected	to	jokes	of	a	sexual	nature.

			Document	details	of	incidents,	including	time,	place,	circumstances,	and
witnesses.



			Offer	support	to	victims	and	intervene	on	their	behalf.
			If	you	have	any	doubts	about	your	own	conduct,	ask	yourself:	“Is	it
respectful?”	Remember	that	respect	is	also	in	the	eye	of	the	beholder.

Sample	Conflict	Resolution	Policy
Here	is	what	you	might	want	to	include	in	a	conflict	resolution	policy	(not

intended	to	be	all-inclusive):	Purpose	of	the	policy
Problems,	misunderstandings,	and	frustrations	may	arise	in	the	workplace.	It

is	[insert	organization’s	name]’s	intent	to	be	responsive	to	its	employees	and
their	concerns.	The	purpose	of	this	policy	is	to	provide	a	quick,	effective,	and
consistently	applied	method	for	a	nonsupervisory	employee	to	present	his/her
concerns	to	management	and	have	those	concerns	internally	resolved.	Therefore,
if	you	are	confronted	with	a	problem,	you	may	use	the	following	procedure	to
resolve	or	clarify	your	concerns.

Procedures
Step	1.	Discuss	with	supervisor.
Initially,	you	should	bring	your	concern	or	complaint	to	your	immediate
supervisor.	If	the	complaint	involves	your	supervisor,	you	should	meet
with	his/her	supervisor	to	discuss	the	problem	within	five	days	of	the	date
the	incident	occurred.
The	supervisor	should	respond	in	writing	to	you	within	five	days	of	the
meeting.

Step	2.	Written	complaint	and	decision.
If	the	discussion	with	your	supervisor	(or	his/her	supervisor)	does	not
resolve	the	problem	to	the	mutual	satisfaction	of	you	and	the	supervisor,
or	if	the	supervisor	does	not	respond,	you	may	submit	a	written	complaint
to	your	department’s	director	or	vice	president.	You	may	request	help
from	Human	Resources	to	write	your	complaint	if	needed.	The	director	or
vice	president	should	forward	a	copy	of	the	complaint	to	Human
Resources.
The	complaint	should	outline	the	problem	and	the	date	it	occurred,
suggestions	on	how	to	resolve	the	issue,	and	the	response	from	the
supervisor	along	with	the	date	you	met	with	the	supervisor.
Upon	receipt	of	the	formal	complaint,	the	director	or	vice	president	must
schedule	a	meeting	with	you	within	five	business	days	and	should	issue	a
decision	within	five	days	of	the	date	of	the	meeting.



Step	3.	Appeal	of	the	decision.
If	you	are	not	satisfied	with	the	decision	of	the	director	or	vice	president,
you	may,	within	five	business	days,	appeal	the	decision	in	writing	to	the
HR	Department.
The	HR	Department	may	call	a	meeting	with	everyone	involved	to
facilitate	a	resolution	or	may	refer	the	complaint	to	a	review	committee.
The	parties	involved	in	the	complaint	should	refrain	from	discussing	it
with	anyone	with	the	exception	of	the	HR	Department,	in	order	to
preserve	the	integrity	of	any	investigation	that	may	be	necessary.

If	an	employee	fails	to	appeal	from	one	level	to	the	next	level	of	this
procedure	within	the	time	limits	previously	set	forth,	the	problem	will	be
considered	settled	on	the	basis	of	the	last	decision	and	the	problem	will	not	be
subject	to	further	consideration.

[Organization	name]	reserves	the	right	to	impose	appropriate	disciplinary
action	for	any	conduct	it	considers	to	be	disruptive	or	inappropriate.	The
circumstances	of	each	situation	may	differ,	and	the	level	of	disciplinary	action
may	also	vary	depending	on	factors	such	as	the	nature	of	the	offense,	whether	it
is	repeated,	the	employee’s	work	record,	and	the	impact	of	the	conduct	on	the
organization.

No	employee	will	be	subject	to	retaliation	for	filing	a	complaint	under	this
policy.
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