ITMA XII

Conflict Resolution Process

The central purpose of this conflict resolution process is to improve communication between the participants in conflict and their willingness to work together constructively now and in the future. "Solving" a particular dispute is never guaranteed, but if the participants are willing to try, improvements in communication and mutual respect can usually be made. Ideally, ideas and information begin to flow between the participants and collaborative solutions emerge. 

An effective conflict resolution process leads to unity by addressing concerns or issues rather than suppressing them; can get people talking to each other (instead of about each other); and enable people to be part of a team that cares. This process promotes compromise or collaboration as people learn how to work harmoniously, develop creative solutions to problems and reach outcomes that mutually benefit those involved.

How basic conflict resolution works. 

The facilitator begins by speaking with each participant separately and privately. The facilitator invites each participant to explain their own issues, to analyze their issues from the other sides' points of view, and to try to explain and analyze the other sides' issues. 

With the participants thus prepared, the facilitator invites them all to a meeting at which they agree to ground rules designed to encourage them to communicate about issues. During the course of the meeting they set forth their issues and their underlying interests, and discuss options for moving forward, possibly arriving at an agreed-upon plan of action.

Why conflict resolution works. 

Participants are invited to think, talk, listen, and learn about issues and options. Rather than being called upon again to defend their territory, they feel heard and respected, which helps them to hear and respect the other participants. 

The process creates an opportunity to improve ongoing communication and can lead to a rebuilding of trust if the participants follow through afterwards and discover they can rely on each other. 

Whether conflicts are serious or slight, the following conflict resolution process leads those in conflict towards communicating more and arguing less. Using this process at early stages of conflict can help keep information and ideas flowing and prevent more serious conflict from breaking out. 

No conflict resolution initiative guarantees that conflicts will be 100 percent solved, although 100 percent solutions are possible. But unlike "win-lose" processes such as litigation or shooting from the hip, communication-based conflict resolution processes like this one tend to improve the relationship between the participants, which can prevent or minimize future conflicts.

The ITMA XII class will use the following eight step process to resolve conflict between team members.

STEP ONE: Deal with anger

Participants will not be successful if they are too angry to think straight or do not acknowledge their feelings.  If necessary, the class/meeting facilitator (or designee) will take participants aside and apart to diffuse their anger.

STEP TWO: Agreement to use process, agree to meet, select facilitator

Participation in this Conflict Resolution Process is completely voluntary.  No one will be force to become part of the process.  However, everyone should understand the process has benefits and, as professionals, we are encouraged to participate.

Working towards resolution of a conflict means to improve communication and understanding between the participants, possibly resulting in an explicit agreement. A unilateral change in position by one participant alone doesn't produce this result. All the participants involved in the conflict must meet and complete the process together.

The ITMA XII Conflict Resolution Facilitation Team will initially be composed of Caroline, Joe, Ed, and others familiar with the conflict resolution process. The essential quality for a facilitator is that he or she is perceived as neutral by the participants and acts in a neutral fashion, including keeping confidentiality and not allowing bias into the proceedings. When the Conflict Resolution process is evoked, the participants will select a facilitator from the Facilitation Team. 

There are three important functions of the facilitator during the conflict resolution process. One is to keep the participants focused on talking about their issues and possible solutions if they start talking about something else. The second is to notice and point out, by repeating out loud, conciliatory gestures. Breakthroughs in disarming the participants' antagonism towards each other often occur when both participants have started making conciliatory gestures, at which point effective problem solving can begin. The third is to avoid interfering except for functions one and two. 

STEP THREE: Pre-meeting work by the facilitator.

Before the participants meet, the facilitator begins by privately asking each participant questions about the issues, listening to validate them but not otherwise agreeing or critiquing. This is as much to prepare the participants as it is to prepare the facilitator, helping them vent emotion, feel they are being heard, and dig down into what they are going to discuss with the other participants. Some preparation questions are:

What are the issues from your perspective?

Who else is involved?

What issues do the other participants have?

What do you need to resolve this--what underlying goals, needs, concerns, etc. need to be met?

What do you think the other participants need?

What proposals do you have to resolve the issues and satisfy all sets of needs?

How might you convince the other participants of the reasonableness of your proposals?

Would you be willing to get together with the other participants to talk? 

Then the facilitator invites the participants to a meeting or series of meetings at which each participant has an opportunity to present their issues again. 

STEP FOUR: Agreement with ground rules

At the beginning of the meeting the facilitator and participants will agree to the ground rules for the meeting. 

Ground rules will include:

· The time frame for the meeting will be established and start and stop times will be respected.

· The facilitator selected to mediate will remain neutral.

· Everyone will agree to a common solution.

· The issue(s), discussion, and resolution will remain confidential if anyone individual so desires.

· Each participant will recognize the other’s needs and values.

· One person talks at a time.

· Everyone will talk about the problem/behavior not the person

· Each participant will understand and take charge of his or her own feelings and behaviors. 

· Each participant will look forward (opportunity), not backward (blaming). 

· Each participant will analyze the situation and attempt to view the problem from both/all sides. 

· Be open and make every effort to respond in a positive manner.

Additional ground rules may be added as necessary depending on the actual situation being mediated.

STEP FIVE: Discuss and define the problem

After the ground rules have been agreed to, the meeting goal/objective and expectations should be established.  Then begin the discussion using the following sub steps: 

a. Gather information: Identify key issues without making accusations. Focus on what the issues are, not who did what.  Do not accuse, find fault, or call names.

b. Each participant states their position and how it has affected them. Others listen attentively and respectfully without interruption.

c. Each participant, in turn, repeats or describes as best they can the other’s position to the listeners’ satisfaction.

d. Participants try to view the issue from other points of view beside the two conflicting ones.

STEP SIX: Brainstorm possible solutions

The facilitator may use a number of methods to develop potential solutions. One method would be to follow these sub steps:

a. write down ideas

b. wait to discuss them until they’re all out on the table

c. group similar options together

d. narrow down the list

e. look at all ideas, no matter how silly they may seem

Do not let past experiences cloud present perceptions and decisions. 

STEP SEVEN: Choose solution

Review list of solutions resulting from the prior step. Solutions selected should be mutually agreeable, realistic, specific, and balanced. The solution should address the main issues of all participants.

The participants should adopt a written agreement specifying actions that they will take to pursue the solution on which all participants agree.

STEP EIGHT: Follow-up on agreements

Check back with each other at an agreed upon date and time.  If the solution or agreement is not working, use the same process to revise it. IF the conflict can not be resolved after a second attempt of the process, the facilitator will seek assistance from the Class Managers.  SPB also provides a formal mediation program which may be arranged.
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