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Personal Reflection

Think of a couple of challenges you have had – or have – with disagreements, disputes and conflicts in your co-op.

· What specifically is challenging for you?  







· What is going on inside you when you are in these difficult or conflictual moments?  







· What are your default responses to accusations, demands, put-downs and hostility? 









How our brains work and unconscious bias: stories we tell

	Situation/ Scenario

	The Story You Tell Yourself


	Someone lets you down, and it's not the first time.

	They are irresponsible and unreliable.


	You let someone down, and it's not the first time.

	It's because I'm overworked.


	Someone cuts you off while driving.

	They are rude, aggressive, and inconsiderate.


	You cut someone off while you are driving.

	It's because I'm in a hurry, and if I don’t catch these lights I'll miss my doctor's appointment


Attribution Bias 

· An inclination to assume that other people’s behavior has more to do with their personality than with the situation, while believing the opposite of oneself. 
“We judge ourselves by our intentions and others by their behaviour.”  (Stephen Covey)


WHAT WE KNOW ABOUT OUR BRAINS                                                                           
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· Through evolution we have learned to protect ourselves whenever we sense a threat.  Our basic impulse to protect ourselves is automatic and unconscious.

· The amygdala is a part of your brain. It can be called the brain’s smoke detector.  It is what tells us to come up with an emergency response, the so-called fight or flight.

· When we perceive a threat, a cascade of chemicals is released in the body. Our instinctive function takes over, our ability to think rationally is hijacked.  

· We notice immediate changes: increased heart rate, sweaty palms, shallow, rapid breathing as we take in more oxygen, preparing to bolt if we have to.

· We can become disoriented or muddled in a heated conversation. Access to multiple perspectives is reduced.

· We dig in - - to protect ourselves and focus on the one perspective that makes us feel the safest: “I’m right and you’re wrong,” even though we ordinarily see more perspectives.

What do we do?  We protect our needs by:

· Defending our behaviour, character, etc.

· Attacking:  criticizing, threatening, insulting, minimizing others’ concerns, gathering allies, etc.






THE DYNAMICS OF CONFLICT ESCALATION

People can see and experience the same thing or the same event and they do so NECESSARILY in different ways.  

When people hear another person’s position, complaints or demands, it makes them fear that their needs will not be met. People then feel they must protect their needs by: 

· Defending their behaviour (“I’m not doing anything wrong.”) 

· Defending their character (“I'm being reasonable.”)

· Getting others to take their side 

· Attacking the source of the threat by threatening, insulting or humiliating (‘you’re incompetent’), minimizing the other’s complaint (“What are you getting so upset about?”) or finding other things to criticize or to complain about.
When the other hears the attacks, they respond similarly by defending themselves and attacking the other. This escalates the conflict as both people shift their attention away from the problem and focus on defending themselves and attacking the other. 



RESPONDING TO HOSTILITY: PRESENCE AND ATTITUDE

· Centre yourself (and stay centred)
· Depersonalize what the other is presenting: it’s not about you
· Park your own feelings and reactions
· Adopt an attitude of curiosity:  lean in, pay attention
· Be willing to be corrected
 


Why is this hard?










APPROACHES TO MANAGING CONFLICT AND DIFFICULT
PEOPLE / SITUATIONS
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· Power-based:   use of coercion, authority, etc.
How effective is this approach in your co-op?

· Rights / Rules-based:   use of laws, standards, moral codes, etc.
How effective is this approach in your co-op?

· Interest-based:  discovering the underlying needs and interests of people and creating solutions to meet as many needs as possible.

Interest – based Approach
Listening for interests beneath 
positions, claims, demands
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Positions, demands, claims are above the waterline.
Interests are below the waterline:  
Needs				Concerns
Values				Feelings
Beliefs				Assumptions
Intentions			Hopes	


KEY QUESTION:  What’s deep down important to the other?!



RESPONDING TO HOSTILITY: DEEP, REFLECTIVE LISTENING

1. Set the table:  Encourage 
2. Reflect feelings
3. Restate
4. Acknowledge interests
5. Ask open-ended questions
6. Connect for total meaning


RESPONDING TO HOSTILITY: C.L.A.I.M.

· Centre yourself
· Listen for what’s important to the other person
· Acknowledge & summarize what you heard
· Invite more information
· Move to problem-solving



REFRAMING HOSTILE COMMENTS

1. Realize that the speaker’s anger is rising.
2. Find information about the speaker in the statement.
3. Restate in terms of underlying needs and values (rather than restating their positions and demands).

Focus on Behaviours and Systems

Feelings, style, attitudes and values may be significant elements of a conflict. Although these non-negotiable concerns cannot be resolved directly, people may need to discuss them further.
Judicious questions can help them reframe these concerns into specific behaviors and systems that can be negotiated:

 You said that having her around is too upsetting--are there times when you'd especially like to be left alone?
 Terry, you say you feel disrespected. Can you describe specific things you'd like Jordan to do that would demonstrate respect for you?
 You both say that customer service is the key to making this business succeed. Can each of you give a few examples of what good customer service looks like?

Use Neutral Language

Finding a neutral phrase that is honest and that is not a euphemism which glosses over the real problem can be a challenge. The trick is naming the behaviors, consequences, or subjects at issue without characterizing them.

Angry member: The property manager’s desk is a disgraceful mess!
Your Response: One issue is how neat the office should be.

Angry member:  I don't want anyone trespassing on my private property.
Your Response: Property boundaries are an issue for you.

Angry Staff Member: That policy is sexist.
Your Response: You are concerned about how this policy affects members that identify as female.


DELIVERING UNWELCOME NEWS:  I MESSAGING

1. Prepare your approach and how you will respond to anger or distress.
2. Choose your intervention and timing thoughtfully.
3. Find a positive opener
4. Explain the context of your message.
5. Give your message clearly or describe the difficult behaviour in neutral language, the feeling it created, and the effect on you.
6. Listen actively and acknowledge impact of your message.
7. Be collaborative in resolving concerns and issues arising and ask to discuss or negotiate a solution.

*** Avoid the use of “You” or describe the other’s behaviour in neutral language.

Some Examples 
“I feel upset people do not let me finish what I am saying because it is hard for me to hold on to my ideas.”

“I feel upset when you begin speaking when I am speaking because it is hard for me to hold on to my ideas.”

 “I find you a persuasive speaker though I feel stressed when you raise your voice because it makes it difficult to collect my thoughts.”

“I feel angry and disregarded when you do not let me know beforehand that you will be bringing up additions for the agenda on the spot.”

“I become irritated when members let their dogs poop on my lawn and do not pick it up immediately.  I spend a lot of time with my children on my lawn.”





SETTING BOUNDARIES

There may be occasions when you need to set a clear boundary regarding someone’s behaviour because it is aggressive, intimidating, racist, misogynist, etc.  

You need to use a directive statement and get the other’s agreement to stop behaving that way.  Then you can return to listening reflectively etc. 

Steps:
· Prepare yourself and avoid escalating the situation
· Acknowledge their concerns and express willingness to help 
· Use Directive Statements
· Get their agreement to behave / communicate differently
· Return to dealing with their concerns

Example
“I can see you are upset about your work order and I would like to help.  In order for me to continue speaking with you I need you to stop shouting / stop swearing / stop referring to my background (gender, orientation, etc.)?”


Interest Based Problem Solving and 
Negotiation Principles

· Separate the people from the problem. 
· Focus on interests, not positions.
· Consider mutual problem statements: frame the problem as a common one
· Generate a variety of possibilities before deciding what to do.
· Rely on objective criteria


Shawn Conway, Q. Med.
Shawn.conway2@gmail.com
416 668 9181
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