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About Me

• CEO of Human Systems, providing leadership 
and organizational development workshops 
and consulting services

• Extensive experience in all aspects of non-
profits

• Some policy work
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Why I became interested in leadership and organizational developmentExperience in administration and management aspects of non-profits and social work, but less direct service experience, especially in public agencies I welcome input/feedback, and information from anybody with practice experience



Human Systems Mission and Vision

• Mission: Prevent and repair the effects of burnout in 
individuals and organizations

• Vision: Thriving organizations.
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Objectives
• Learn about conflict acceptance and creating a culture 

of conflict acceptance in your organization.
• Start becoming emotionally aware – learn about the 

contribution of your emotions to interpersonal conflict
• Explore various tools and techniques for conflict 

resolution.
• Create a personal conflict resolution policy.
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Conflict Cards
• Describe a recent conflict you had at work on each 

of two index cards.
• First conflict card:

• Brief description of a conflict without “value words” or description 
of emotions. Make sure to leave out names and identifying details. 
These will be turned in and used for an exercise later in the class.

• Second conflict card:
• Detailed description of a conflict. Include circumstances leading 

up to the conflict, the actual conflict, and what you did after. 
Include your emotions about the conflict. You will use this 
throughout the class and can share it if you want.
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“Conflict can equal growth or 
destruction, depending on 
how it’s managed.” – McKibben, 2017
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Conflict Process Steps
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1) Potential opposition 
or incompatibility

Conditions of conflict

2) Cognition and 
personalization

Individual is directly 
affected

3) Intentions
Cooperative - Assertive

4) Behavior
Action-Reaction 

interplay

5) Outcomes
Functional or 

dysfunctional conflict



Root causes of deep, unproductive conflict in 
organizations (Step 1 in conflict process)

8

Autocracy HostilityDisrespect

InequitiesHierarchy Low morale

Absence of shared 
goals

Presenter
Presentation Notes
Can anybody share an example of how one of these issues causes conflict in their organization?



Your conflict
• Which of these root causes 

do you think contributed to 
your conflict?
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If conflict is inevitable and 
useful, how do you create a 

culture of conflict acceptance 
in an organization?
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Transparency and Communication
• Maximum uncertainty creates maximum unpleasant 

affect, anger, and unpredictable behavior
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Climate of authenticity

• “the extent that coworkers value authentic expressions 
of emotion with each other”

• Creating a sense of psychological safety – employees 
will not be rejected for being their authentic selves

• Provides a “break” from emotional labor with clients 
(receiving and giving)
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Your conflict

• How did a lack of 
transparency and/or 
inauthentic climate 
contribute to your conflict?
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Creating positive workplace culture
• How to Change an Unhealthy 

Work Environment – Glenn 
D. Rolfson TedxOslo

• Create policy around respect 
and positive workplace 
behavior

• Applies to ALL stakeholders, 
including clients

15

https://www.youtube.com/watch?v=eYLb7WUtYt8


Circles of influence – visualizing your 
organization’s relationships and functioning

• Can reveal gaps in functioning and organizational imbalances
• Enables a better understanding of your organizational system
• Facilitates communication and understanding between 

individuals and groups within an organization
• Flexible and customizable design
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Circles of Influence – Part I
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14Infl. Group Trans. Subgroups Staff Positions

1 Lead Org. Low • Lead Organization President - 1
• Lead Organization VP - 2
• VP – 3

2 Admin. Medium • VP - 3
• Associate VP - 4
• Family Center Director – 5

3 Oper. Medium • Associate VP - 4
• Family Center Director - 5
• Data Analyst – 6

4 Programs High Family Center • Driver – 7
• Child Development Specialist - 11
• Teacher – 8
• Assistant Teacher – 9
• Coordinator - 10
• Family Services Coordinator - 12
• Data Analyst - 6

Crisis Management • Family Stability Manager – 13
• Driver - 7
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Circles of influence - CAUTION

• Your CIM will be different than 
anybody else’s CIM

• CIMs change on a monthly, 
weekly, daily basis

• CIMs contain sensitive 
information
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Your conflict

• How did the relationship 
structure of your 
organization contribute to 
your conflict?
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Conflict resolution seeks to 
solve the problem, not the 
person.” – McKibben, 2017 
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Rahim’s Organizational Conflict Model 
(step 3 of conflict process)
• Conflict types:

• Intrapersonal: when an individual is required to perform tasks that 
do not match his or her expertise, goals, or values.

• Interpersonal: conflict between 2+ individuals
• Intragroup: conflict within a group between 2+ subgroups about 

goals, tasks, procedures, etc.; may also be between group and leader.
• Intergroup conflict: between 2+ organizational groups or 

departments
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Management and leadership are different, but are often used interchangeably in research and practice – what do the words leadership and management mean to youcreate chart on board: think about words or phrases associated with each term, and discuss the differences. talk about when we use each, and describe a couple of specific scenarios. Then I will divide you into groups, where you will complete the handout. Incidentally, does anybody have any idea where the word “leadership”, or “leader” comes from?Divide participants into groups and have them complete worksheets



Rahim’s Conflict Management Styles

• Integrating
• Obliging
• Dominating
• Avoiding
• Compromising
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When to use integrating style
• Complex problems or strategic issues
• When different viewpoints, skills, and experiences are needed
• When you have plenty of time
• Will not be effective if the parties are not invested in the 

outcome
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When to use obliging style
• When individual is not familiar with the issues
• When individual is not concerned with the outcome
• To preserve a relationship that is more important than the 

immediate outcome
• Can be used as a strategy to get some benefit later
• When ethical issues are not at stake
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When to use dominant style
• When immediate action is required
• If a decision is about to be made that could be harmful
• If other individuals involved do not have experience or expertise
• If an unpopular course of action is needed
• When issues are simple and not overly important
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When to use avoiding style
• If the detriment to the relationship would exceed the benefits of 

confrontation.
• When the task or issue is simple
• If prompt action is not required
• When the conflict/outcome is not important to the individual
• When individual does not have responsibility for the outcome
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When to use compromising style
• When goals of parties are mutually exclusive.
• When impasse occurs between equally powerful parties.
• When a temporary solution to a complex problem is needed.
• When other styles have been exhausted.
• In protracted conflicts.
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Your conflict

• What style or styles did you 
use? Would you use a 
different style now?

44



What is the role of 
emotion in conflict?
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Emotional Granularity
45

• Specifying your emotions can 
provide clues as to how to solve the 
problem

• If you can’t think of a word to 
describe your emotion, make one 
up!
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What do these mean to you? Examples? How can you get in these mindsets?



45

Amae (Japanese) “Leaning on another person’s goodwill,” a feeling of deep trust that 
allows a relationship — with your partner, with your parent, even with 
yourself — to flourish

Malu (Dusun Baguk from 
Indonesia)

The sudden experience of feeling constricted, awkward, and inferior 
around people of higher status.

Torschlusspanik (German) Gate-closing panic; the fretful sensation of time running out.
Mamihlapinatapai 
(Yaghan from Tierra del 
Fuego)

The feeling that two people share when they are looking at each 
other, both are wishing that the other would do something they both 
want, but neither want to do.

Backpfeifengesicht
(German)

A face badly in need of a fist.

Greng-jai (Thai) When you don’t want somebody to do something for you because it 
would be a burden for them.

Lagom (Swedish) Not too much, and not to little, but exactly right.

A small selection of non-English words
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Your conflict

• Choose 3 emotion words 
from the outermost portion 
of the emotion wheel. 

• What do these words tell 
you about a possible 
solution?
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Conflict resolution mindsets and 
behaviors
• Open-mindedness
• Mutual benefit relationships
• Empathy
• Curiosity – an antidote to threat
• Unconditional respect for others
• Taking responsibility for one’s part in the conflict AND individual 

histories
• Openness about feelings
• Full information sharing
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Open-mindedness
• “A willingness to actively search for evidence against one’s 

favored beliefs and ideas and to weigh such evidence fully and 
impartially.” (Tjosvold, Wong, & Chen, 2014)
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Mutual benefit relationships
• Commitment to one’s own interests and to the other’s interests 

is integrated
• Development of cooperative goals
• Shown to be effective in cross-cultural conflict
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Avoiding the 7 C’s
• Commanding
• Comparing
• Condemning
• Challenging
• Condescending
• Contradicting
• Confusing
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Your conflict
• Which of the conflict resolution 

mindsets did you use in your 
conflict and how was it useful? 
Which one could have been useful 
and why?

• Which of the 7 c’s did you use in 
your conflict? How did it prevent 
you from finding a resolution?
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Conflict resolution tool for relationship 
and/or complex conflicts: talking circle
• Everybody in the circle needs to be to committed to solving the 

conflict
• Talking stick/sacred object
• Facilitator talks about the object and states ground rules; reminds 

people of ground rules if the rules are broken
• Only person with the object can speak
• Object is passed to the left
• Nobody can respond to a person or comment directly on what they 

said
• Circle is complete when everybody has spoken
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Talking Circle Benefits
• Fosters reflection, models good listening skills, 

increase self-esteem, settles disputes
• Establishes a safe, non-hierarchical space  
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Creating a personal conflict resolution 
policy
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Thank You!

Colby Peters, PhD, LCSW
CEO, Human Systems

Colby@humansystems.co
www.humansystems.co

410-353-4729
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