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Conflict Competency at DOI:  CORE PLUS TC " Conflict Competent Culture " \f C \l "1" 
Departmental leaders recognize that there is a critical link between the internal culture of an organization and its success in achieving its overall mission. When an organization’s internal culture is out of alignment with its mission and core values or with its external services, the need for an effective way to manage conflict becomes critically important.  Problems arise when front line employees discern that the internal dispute resolution processes do not treat them, when in conflict, in the same way that they are expected to treat their external customers, clients, stakeholders, or business partners. 

Successful cooperative conservation requires alignment of the Department’s internal approach to managing workplace conflict with its external collaborative approach to dealing with the public, customers, and other third parties. Internal systems are then transferable to external conflict because they emphasize skills and accountability and support risk management.
The Department of the Interior is fulfilling its commitment to institute an integrated workplace conflict management system that creates an environment throughout the organization for raising all kinds of concerns, listening and being heard respectfully, and solving problems effectively.  An integrated conflict management system helps to develop a workplace where issues and concerns can be raised at the appropriate level, with confidence that they will be respectfully heard and responsibly dealt with, and creates a system for raising and resolving concerns that is fair, friendly, flexible and fast, and provides support and structures that ensures that this becomes routine daily practice.

CORE PLUS TC " Conflict Competent Culture " \f C \l "1" 
CORE PLUS is a coordinated, department-wide integrated conflict management system within DOI.  It provides a network of resources and assistance to all employees for any type of concern, problem or disagreement that occurs at work.  The goal is to help every employee become effective at conflict management and to spread the skill of conflict competence throughout the Department.

CORE PLUS uses cooperative approaches to address problems and concerns at the earliest opportunity and at the lowest level possible.  

CORE PLUS uses the full spectrum of conflict resolution tools including effective communication and conflict management skills training, informal discussions with a conflict management specialist, process and conflict coaching, conciliation, facilitation, and mediation.  The option for more formal litigation and adversarial conflict resolution (such as formal EEO or grievance filing) always remains available.

The purpose of CORE PLUS is to provide DOI employees with processes, tools, and skills that will allow them to prevent the escalation of differences and collaboratively solve problems as close to the origin as possible. It includes the adoption of corporate wide practices and structures that assist the organization in preventing and managing conflict.

CORE PLUS is a shared responsibility of management, employees and the organization.  It depends on everyone supporting the implementation and adoption of CORE PLUS throughout the DOI. It starts with you!
Conflict Defined

Conflict can be defined as differences about how expected needs will be met. It often manifests in emotional tension and relational separation.

· Conflict is inevitable.

· Conflict can escalate into a dispute.

· Conflict involves change.

More Definitions of Conflict

 “Conflict is a struggle between two or more persons over values, or competition for status, power and scarce resources.”  Chris Moore

“Conflict is an expression of dissatisfaction or disagreement with an interaction, process, product, or service.”  Costantino and Merchant

Conflict Management
Conflict Management is the ability to recognize conflict (intra, inter and organizational) and to respond in ways that alleviate emotional tensions and enhance relationships, such that opportunities for growth, creativity, and productivity are enhanced, and disputes prevented. It also includes the resolution of any disputes that do arise, and the containment of power struggles, through appropriate interventions.

Conflict Theories

“In slightly more than half of the instances in which conflict appears, it is glossed over and avoided. Another 30% of the time, it precipitates heated clashes with no productive result. Only one time in five (20%) is conflict surfaced, debated, and authentically resolved.”

Pascale, Millemann and Gioja

“Being averse to conflict is understandable. Conflict is dangerous: It can damage relationships. It can threaten friendships. But conflict is the primary engine of creativity and innovation. People don't learn by staring into a mirror; people learn by encountering difference. So hand in hand with the courage to face reality comes the courage to surface and orchestrate conflicts.”

Ronald Heifitz

“The goal is the creation of an environment that fosters and sustains a culture of conflict competence, where all who experience conflict feel comfortable to raise it, knowing it will be dealt with respectfully and responsibly.”

Jennifer Lynch

"If you are going to be viewed as a leader in your organization and survive and thrive at work, you must develop your own conflict approach and develop a reputation for leadership in conflict management and consensus building."

Lynne Eisaguirre
“Power, identity, conflict management, and learning might be thought of as the vital signs of a living system.” 

Pascale, Millemann and Gioja

“Perceive all conflicts as patterns of energy seeking a harmonious balance in the whole.”

Dhyani Ywhoo, Etowah Cherokee
Sources of Conflict TC "Conflict in Organizations" \f C \l "1" 
Conflict is inevitable. When managed effectively, conflict promotes dynamic thinking, encourages collaborative decision making, results in creative and comprehensive decisions, and enhances buy-in and commitment.  Daily, conflict occurs as a result of the following factors:
Relationships
· Expectations, perceptions, assumptions

· Affiliations, alliances, history

Interests
· Individual, group, organization

Structure

· Administration, management

· Policies, procedures, practices

Values

· Differences, similarities

Data
· Lack of information, misinformation

· Different interpretations of information, disregard for information
Source: C. Moore, The Mediation Process
Sources of Conflict TC "Conflict in Organizations" \f C \l "1" 
Organizational leaders, in particular, must ensure that everyone in the work place has a clear understanding of how the operational factors graphically depicted below play out on a day-to-day basis. All of these factors can serve as primary sources of potential conflict in an organization.
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Communication Techniques
 TC "Communication Techniques" \f C \l "3" 
When conflict is being managed effectively, people feel as if they are being heard, and therefore they listen to what the other person is saying. Conflict ineffectively managed results in one person feeling as if they are not being heard, and therefore, they can’t or won’t listen to the other person. Using the following techniques helps to break an ineffective pattern of communication.

1. Demonstrate interest, verbally and non-verbally.

2. Avoid communication-stopping statements.

3. Ask interest-based questions.

4. Learn to be comfortable with silence.

5. Express thoughts and feelings in ways that will have the greatest chance of being understood and accepted.

6. Ask people to share their reaction to what is being said by you and others.

7. Reframe and redirect negative communication behaviors, such as insults and verbal attacks, using “I messages” and other techniques.

8. Resist the urge to “figure out” the situation or solution too early.

9. Realize that there are always two, three, four or more ways of experiencing the same reality. 

10. Take notes, to help you remember major points.

11. Eliminate as many distractions as possible (e.g., ringing telephones).

12. Clarify commitments necessary to make any agreement work, including process commitments.
Approaches to Handling Conflict TC "Approaches to Handling Conflict" \f C \l "1" 
Self Assessment: Conflict Handling TC "Self Assessment: Conflict Handling" \f C \l "2" 
Assess your own approach to handling conflict. For this exercise, conflict is defined as a difference of opinion. Rate the following statements from 1 (most like you) to 5 (least like you).

____
I tend to do what I can to get the solution or decision I think is best.

____
I tend to “get around” or delay engaging in issues of controversy.

____
I tend to work with others to find a solution satisfactory to everyone.

____
I tend to go with what other people want.

____
I tend to find a solution that gets me and the other person partially what we both want.

Strategic Responses to Conflict 
Competing
Individuals tend to pursue their own concerns at the other person’s expense. They may be power-oriented and use whatever power seems appropriate to win their own position. Competitors may “stand up for their rights,” defend positions they believe are correct, or simply try to win.

Best Used:

… in situations that require an unpopular decision to be made, in emergencies, or when the other person is being competitive. However, if this style is too predominate, others may be afraid to disagree or may withhold vital information from the Competitor. If this style is underutilized, the individual may appear powerless and lacking confidence or knowledge.

Collaborating 

Individuals tend to work with others to find solutions that fully satisfy the concerns of both sides. Collaborators seek to understand underlying concerns and find alternatives that meet those concerns.

Best Used:

… in situations that require innovative solutions, commitment by others, or strong interpersonal relationships. If this style is too predominate, time may be spent needlessly discussing issues that don’t warrant extensive attention. If this style is underutilized, opportunities for joint gain are missed, and others may not be supportive of decisions or actions.

Compromising 

Individuals tend to find some expedient, mutually acceptable solution that partially satisfies both parties. Compromising gives up more than competing, but less than accommodating. Compromisers may split the difference, exchange concessions, or seek a quick middle-ground position.

Best Used:

… to arrive at quick or temporary solutions under time pressure, when goals are only moderately important, or when two opponents are strongly committed to mutually exclusive goals. This style is useful as a backup mode when collaboration or competition fails to succeed.

Avoiding 

Individuals tend to not address conflict. Rather, they diplomatically sidestep an issue, postpone dealing with conflict, or simply withdraw from a threatening situation.

Best Used:

… in situations that require a “cooling down” period to reduce tensions. In addition, avoiding is effective when the potential damage of confronting a conflict outweighs the benefits of its resolution. Or, when gathering more information outweighs the advantages of an immediate decision. If this style is too predominate, others may stop seeking the Avoider’s input, decisions may be made by default rather than reason, and inordinately high amounts of energy may be devoted to skirting issues. If this style is underutilized, the individual may devote too much time to unimportant issues, or be perceived as needlessly “stirring up issues.”
Accommodating 

Individuals tend to neglect their own concerns to satisfy the concerns of others. Accommodators may be selfless and generous. They may obey or yield to another person’s point of view when they really don’t want to.

Best Used:

… in situations that require the individual to build up “social credits” for later issues, when the decision is more important to the other person, or when the individual is outmatched and losing. If this style is too predominate, others may not give attention to the Accommodator’s ideas and concerns. If this style is underutilized, the individual may appear unreasonable, never willing to give in.
Eight Habits of Conflict Competent Leaders TC "Seven Habits of Conflict Competent Leaders" \f C \l "1" 
1. Create a Protected “Space” for the Discussion

If timing, setting, or mental states are inauspicious, try to postpone the discussion. But be clear about why this moment is not good, and about when and where you will speak later.

2. Step Outside the Content

Treat conflict as a “thing” in and of itself. It is a symptom of a problem to diagnose, treat, and monitor over time. It is not a moral failing or something shameful.

3. Listen: Let the Other Side Feel Heard

Look for opportunities to understand the other person. Show that you have heard them.

4. Invite, Don’t Dictate

Couch questions and suggestions in a way that permits choice, rather than telegraphing the desired answer.

5. Focus on Interests, Not Positions
Be honest and open about your interests—your true underlining concerns and needs. Ask questions to solicit their interests. Work as hard to meet their interests as you would like them to do to meet yours.

6. Don’t Get too Far Ahead of the Discussion

Hold your ideas or solutions while interests are explored. When the time comes, brainstorm solutions and evaluate them all at the same time, judged against everyone’s interests. 

7. Practice Detachment

Leave your ego at the door (or at least leave it in the coat room). Depersonalize the dispute.

8. Be Patient

The hardest quality to master; the one producing the biggest dividends.

For more information, you may also contact the Office of Collaborative Action and Dispute Resolution, 202-327-5383, or visit the CORE PLUS webpage at www.doi.gov/cadr/coreplus.







Communication:





How is information shared, input secured, and interactions maximized?





Purpose & Objectives:





Why is the group needed?


What is the group 


trying to achieve?





Role & Responsibilities:





What are the behavioral expectations of individual members & sub-groups?
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Member Needs:





How does the group support its members? What are member’s commitments 


to each other?





Relationships:





How are the relationships among members influencing group interactions?





Decision-making & Conflict Management:





What are the 


parameters and processes?





Feedback:





Are members consistently clear about how they are doing whether it is good, bad or indifferent?
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