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1.1 Understanding Teams 

TEAMS outperform individuals acting alone or in larger organizational groups, 
especially whan performance requires multiple skills, judgments and experiences. 
Most people recognize the capabilities of teams; most of us have the common 
sense to make teams work. Nevertheless most people overlook team opportunities 
for themselves. 

Confusion about what makes teams perform explains only part of this pattern of 
missed opportunity. Morre is explained by a natural resistance to moving beyond 
individual roles and and accountability. We do not easily take responsibilitiy for 
the performance of others, nor lightly let them assume responsibility for us. 
Overcoming such resistance requires the rigorous application of 'team basics' (see 
chart). The vertices of the triangle indicate what teams deliver; the sides and center 
describe the elements of the discipline to make that happen. By focusing on 
performance and team basics - as opposed to trying 'to become a team' - most small 
groups can deliver the performance results that require and produce team behavior. 

The best way to understand teams is to look at teams themselves. Their stories 
reveal their accomplishments, skills, emotions and commitment better than any 
abstract commentaryor presentation. Real teams are deeplxy committed to their 
purpose, goals and approach. High-performance team memebers are also very 
committed to their purpose, goals and approach. High-performance team members 
are also very committed to one another. Both understand that the wisdom of teams 
comes with a focus on collective work-products, personal growth, and performance 
results. However meaningful, 'team' is always a result of pursuing a demanding 
performance challenge. 

Key lessons about team and team performance: 

1. Significant performance challenges energize teams regardless of where they 
are in the organization. 
No team performance arises without a performance challenge that is meaningful 
to those involved. A common set of demanding performance goals that a group 
considers important to achieve will lead, most of the time, to both performance 
and team. 
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2. Organizational leaders can foster team performance best by building a 
strong performance ethics rather than by establishing a team-promoting 
environment. 
Too many executives fall in the trap of promoting teams for the sake of. 
teams.They sometimes refer to their own small group at the top as a team when 
most people in the organization recognize they are anything but a team. Naturally, 
organization policies, designs, and processes that promote teams can accelerate 
team-based performance in companies already belssed with strong performance 
cuiltures. 

3. Biases toward individualism exist but need not to get in the way of team 
performance. 
Most of us grow up with a strong sense of individual responsibilitiy. Parents, 
teachers, coaches, and role models of all kinds shape our values based on 
individual accomplishment. We are taught to play fair, but 'always look out for 
number one!'. And, most of us have taken this to heart far more deeply than 
sentiments such as 'We're all in this together* or 'if one fails, we all fail' 

4. Discipline - both within the team and across the organization - creates the 
conditions for team performance. 
Groups become teams through disciplined actions. They shape a common 
purpose, agree on performance goals, define a common working approach, 
develop high levels of complementary skills, and hold themselves mutually 
accountable for results. And, as with any effective discipline, they never stop 
doing any of these things. 

•i 

A team is a small number of people with complementary skills 
who are committed to a common purpose, performance goals, 
and approach for which they hold themselves mutually 
accountable 

S 

ATTENTION: The Singapore Copyright Act applies to the use of this document. Nanyang Technological University Library



Focusing on Team Basics 

Performance Results 

Collective 
Wbrk Products 

Commitment Personal 
Growth 

7-

ATTENTION: The Singapore Copyright Act applies to the use of this document. Nanyang Technological University Library



Small Number 

Most teams range in size between two and twenty-five people. Most number less 
than ten. A larger number of people, say fifty or more,can theoretically become a 
team. But groups of such size morelikelywill break into subteams rather than 
function as a single team. 

Why? Because larger numbers of people - by virtue of their size - have trouble 
interacting effectively as a group, much less agreeing on actionable specifics. Ten 
people are far more likely than fifty to successfully work through their individual, 
.unctional, andhierarchical difdfernces toward a common plan and hold themselves 
jointly accountable for the results. 

Large groups face logistical issues like finding enough physical space and time to 
meet together. They also confront more complex constraints, like crowd or herd 
behaviors, that prevent the intense sharings of viewpoints needed to build a team. 
As a result, large groups tend to settle on less clear statements of purpose that, 
typically, get set by the hierarchical leaders, and they look to teamwork values as 
their working approach. Then, when teamwork values break down, the groups revert 
to formal hierarchy, structure, policies, and procedures. 

Complementary Skills 

Teams must develop the right mix of skills, that is, each of the complementary skills 
necessary to do the team's job. These team skill requirements fall into three 
categories: 

• Technical or functional expertise 
It would make little sense for a group of doctors to litigate an employment 
discrimination case in a court of law. Yet teams of doctors and lawyers often try 
medical malpracticeor personal injury cases. Similarly, product development 
groups that include only marketers or engineers are less likely to succeed than 
those with the complementary skills of both. 

• Problem-solving and decision-making skills 
Teams must be able to identify the problems and opportunities they face, evaluate 
the options they have for moving forward, and then make necessary trade-offs 
and decisions about how to proceed. Most teams neeed some members with 
these skills to begin with although many will develop them best on the job. 

• Interpersonal Skills 
Common understanding and purpose cannot arise without effective 
communication and constructive conflict that, in turn, depend on interpersonal 
skills. These include risk taking, helpful criticism, objectivity, active listening, 
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giving the benefit of the doubt, support, and recognizing the interests and 
achievements of others. 

Common sense tells us that it is a mistake to ignore skills when selecting a team. A 
team cannot get started without some minimum complement of skills, especially 
technical and functional ones. And no team can achieve ist purpose without 
developing all the skill levels required. Still, it is surprising how many people 
assembleteams primarily on the basis of personal compatibility or formal position in 
the organization. 

Interestingly, however, an equally common error is to overemphasize skills in team 
selection. Much of the popular literature on teams, for example, stresses skill mix as 
a prerequisite to selection, almost like recipes - particularly for interpersonal skills. 
Teams are vehicles for personal learning and development. Their performance focus 
helps teams quickly identify skill gaps and the specific development needs of team 
members to fill them. The shared commitment in teams encourages a healthy fear of 
failure as opposed to debilitating insecurity among those challenged to learn. 
Finally,, each team member's sense of individual accountability to the team 
promotes learning. Once harnessed to a common purpose and set of goals, natural 
individualism motivates learning within teams. Except for certain technical and 
functional skills, most of us have the potential to learn the skills needed in teams. 
And individualism drives the majority of us to find some way to make our own 
distinctive and individual contribution to the team. Accordingly, as long as the skill 
potential exists, the dynamics of a team cause that skill to develop. 

Thus, the challenge for any potential team lies in striking the right balnce between 
selection and development as the means for building the full set of complementary 
skills needed to fulfill the team's purpose over time. 
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1.2 Resistance to Teams 

The predictions about teams, however, induce a lot of skepticism. Notwithstanding 
the evidence of team performance all around us, the importance of teams, many 
people undervalue, forget or openly question the the team options when confronting 
their own performance challanges. We cannot fully explain this resistance; there 
probably are as many reasons and emotions as there are people. Moreover we do 
not suggest that such resistance is either 'bad' or 'good'. We do, however think that 
it is powerful because it is grounded in deeply held values of individualism that 
neither can nor should be entirely dismissed. 

The primary sources for people's reluctance about teams are : 

1. Lack of conviction 
Some people do not believe that teams really do perform better than individuals. 
Some think that teams are probably useful when it comes to work, productivity, 
and decisive action. Still others believe that concepts of teamwork and 
empowerment applied broadly to an organization supersede the need to worry or 
be disciplined about the performance of specific small groups of people. 

2. Personal discomfort and risk 
Many people fear or do not like to work in teams. Some are true loners who 
contribute best when left quietly on their own. Few people deny the benefit of 
teamworkvalues or the potentially useful performance impact of teams. But, at 
their core, most people have values that favor individual responsibility and 
performance over any form of group, whether it be a team or otherwise. 
Whenever we want to get something done, our first thought is that of holding an 
individual responsible. 

3. Weak organizational performance ethics 
The reluctance to commit one's own fate to a team pervades most organizations 
with weak performance ethics. Such companies lack compelling purposes that 
appeal rationally and emotionally to their people. 

sfo 
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1.3 The Team Performance Curve 

High-performance 
team 

Pseudo Team 
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1.4 Characteristics of Group Climate 

byJackGibb 

In all social interactions, individuals will have four „phmary needs" that will determine 
their behaviour. From these „primary needs" are four ..derivative needs". Different 
behaviours will appear depending on whether or not these needs are met. 

Primary needs 
of Group Members 

Derivative 
Needs 

1. ACCEPTANCE Membership 

2. COMMUNICATION (DATA FLOW) Decisions 

3. OBJECTIVES (GOALS) Productivity 

4. CONTROL Organisation 

Movement on all four of these needs occurs simultaneously and involves moving 
from fear to trust. However, there is an optimal sequence: 

Development of Acceptance helps meaningful information to be shared, including 
data on feelings as well as facts. Communication helps the integration of the group's 
goal and permits the group to behave in ways that seem productive to the group. 
The formation of Goals helps a satisfactory structure emerge to fulfil the Control 
need. 

1. Acceptance 

The first concern of group members is to get some acceptance into the group, 
some acknowledgement of their membership, some identity with the group. This 
is very much linked with a basic social need in all people to ..belong" to some 
small unit (family, club, work-group). „Do I fit In?" and „Do I want to be a 
member of this group?" are key questions relating to Acceptance needs. 

A newcomer entering an established group is usually well aware of his need for 
acceptance, as he feels on the outside of a close knit circle which has its own 
history, language, inter-personal relationships etc. If he needs to get 
acceptance in the group his first efforts will tend to be towards joining with 
established group activities. He may suppress his own ideas and views until he 
feels sufficient confidence in acceptance as a group member to express them 
without fear of jeopardising membership. The time it takes for a new member to 
feel really accepted in a group will depend a lot on the amount of effort that the 
person is prepared to put in to gain acceptance, the amount of tension and 
stress they are 
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prepared to undergo iri remainihgTfirm to their own ideas, and the sensitivity to 
and efforts of others in the group towards meeting the newcomer's needs. 
A manager who joins an established gout determined to make his mark by 
bringing about change is often faced with a strongly united resistance. He may 
not be anxious about acceptance by the group, but continual open hostility or 
quiet sabotage of his efforts will often cause him to realise that he can achieve 
very little without it. 

In a newly established group which has no previous history everyone is trying to 
meet their own acceptance needs, and the group's efforts will tend in this 
direction. Since the issue of meeting needs is shared, it will be easier for 
everyone, but since every individual expends effort in a different proportion, 
some may find themselves lingering onlhe fringe when the others have already 
welded themselves into a group with some feeling of identity and loyalty. 

2. Communication 

People need information not only about the task but about each other, in order 
that they can work effectively together. At a very early stage in a new group's 
existence, members will want to share information about their skills and 
experience and interests. This need for information is derived from a need to 
relate the unfamiliar to the familiar, so that, when an individual teams that a 
colleague works for a charity organisation in his spare time, and plays 
badminton, he is not only filling out and adjusting the first impressions of the 
colleague but is also subconsciously relating his own previous knowledge of 
these types of activities to the new colleague and predicting more about him, all 
the time trying to find out whether there is some real point of connection 
between them. 

Stages in information sharing are vitally important for members to establish 
relationships between each other and feel confident enough to share more 
information about their real thoughts and ideas. 

3. Objectives 

It hardly needs saying that group members need some purpose so that they can 
direct their efforts in a meaningful way. But the objectives of a group are not 
always clear. Sometimes different group members have conflicting objectives, 
sometimes there are hidden agendas. Often the group leader has a different 
idea of the group's objective from that which the other members have. 
When there is any uncertainty or conflict of objectives serious problems can 
arise in the form of unhelpful non-productive behaviour. Productivity itself is a 
fundamental human need, and if individuals can find nothing useful to do they 
will often spend their time being extremely active in a way which uses time and 
thought and skills, but which contributes nothing to the organisation's aims. If 
this state is not rectified, morale can be seriously affected and apathy results. 
But a group that can agree upon ist objectives and be open about this can go on 
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—to a state where there is real creativity and co-operation- arising out of genuine 
commitment. 

4. Control 

The need that group members have for some form of control structure is closely 
linked to the need for communication and for objectives. 

The control structure in a group is often formally laid down, sometimes 
appropriately, but often inappropriately for the group's task in that it may delay or 
confuse problem solving or be unnecessarily complicated. In this state of affairs 
real work and potential thought are often stifled by group members complying in 
a dependent way with the structure, or counter-dependently resisting and 
attacking it. Besides this formal control structure and informal control structure 
is often set up and unofficial leaders emerge to challenge the formal authority. 

All groups need some form of control structure which should be in line with their 
needs to do the task. It may be extremely formal and hierarchical, or it may be 
very informal, with decisions made by consensus. Whatever the structure, if it is 
clearly understood, appropriate, and accepted by group members it can lead to 
effective team working and distribution of tasks and authority. If it is 
inappropriate, vague, or threatening to group members' security needs, it can 
result in time-consuming counter-dependency or stifling dependency on leaders 
to do the work. 

The Manager s Role 
For the manager of a work group these four primary needs can form points of 
reference. To all these four aspects he can ask - what is the level of 
(acceptance etc) in the group? - how far are individuals' needs for (acceptance 
etc) met? - what can be done to meet these needs further? And, of course, he 
can observe behaviour in the group (including his/her own) and look for 
symptoms which arise from unmet and met needs. 

It may not be possible for all the needs to be met, but generally it is desirable for 
them to be met to the furthest possible extent so that more of the group's 
behaviour is constructive and can lead to further development. When this is 
possible the group can become a really dynamic unit which caters not only for 
the group's development but enables each individual member to realise their 
potential. 
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Symptoms of Group Climate 

Primary Needs Of Group-
Members 

1 .Acceptance 

2. Communication 

3. Objectives 

4. Control 

Symptoms If Needs Are Not Met 

-thoughts not feelings 
-flippancy 
-sensitive to differences 
- dismissive 
- stereotype people 

- 'nodding dog' 
- tentative questions 
- tentative suggestions 
- over polite 
- closed 

- competition 
- bitching 
- blame others 
- hold back 

- fight others 
- false smiles 
- judgemental 
- set others up to fail 

Symptoms If Needs Are Met 

-positive feedback 
- support others 
- include others 
- 'give and take' 

- risk-taking 
- non-evaluative 
- active listening 
- warm, personal statements 

- freedom to act/influence 
- explores alternatives 
- acknowledges others'ideas 

- willingness to show vulnerability 
- 'straight' feedback 
- authentic statements 
- support and challenge 
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1.6 Stages of Team Development 

Stages of Team Development 

FORMING STORMING NORMING PERFORMING 

PERSONAL 

Will I be 
accepted? 

^ > 

INTER
PERSONAL 

Group 

Politeness 

^ > 

Will I be 
respected? 

£> 

Orientation 

^ > 

Bid for Power 

C> 

How can I help 
the Group? 

^ > 

Organising 

c> 

Co-operation 

C> 

How can we 
do better? 

^ > 

Data Flow 

C> 

Enthusiasm 

C> 
Creative 
Problem 
Solving 
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1.4 Diagnosing the Stages of Team Development 

Forming Storming Norming Performing 

Will I be accepted? Will I be respected? How can I help the 
group? 

How can we do better? 

Who's here? 

What role can I play? 

- Gatekeeper 

- Hanmoniser 

- Organiser 

- Leader 

- Fact Finder 

Feel uncertain, 

tentative 

What ideas, experiences, 
expertise can I conribute? 

Do I agree or disagree? 

What's in it for me? 

The credentials game? 

What do I like? 

Dislike? 

Here's how I do it on my 
job? 

Feel comfort or 
discomfort about role 
I'm playing. 

Want to help. 

<••<• 

Free to share ideas, 
opininons, feelings. 

Unselfish enthusiasm for 
group members, the 
task. 

Feel a need for closure. 

"We" 

Politeness Bid for Power Co-operation Enthusiasm 

Small talk 

Generalities 

Limited disclosure 

Relationships begin to 
form. 

Who will lead? 

With whom can I align 
myself? 

Compete with others on 
personal agendas. 

Quiet apprehensions 

Self-disclosure 

Here's how I do it. 

Recognising other ideas. 

Commitment to 
emerging leadership. 

Praise and criticism 

Straight talk 

Having fun too 

Paraphrasing, 
perception.checking 
occur more naturally 

Orientation Organising Data Flow Creative Problem 
Solving 

Why are we here? 

What's our assigned 
task? 

Identify strengths of the 
group. 

Why 

What's the real problem? 

Resistance to other's 
ideas. 

What's our mission, goals, 
strategy? 

How will weproceed? 

How 

Open exchange of ideas 
and information. 

Problem definition 

More trust 

Urgency to identify, 
evaluate solutions 

What 

Decision making 

Intensity about task 
completion. 

Relationship and results 
orientated. 

Shared responsibly for 
group process 

Criteria 

s1?~ 
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2 Giving Helpful Feedback 

Feedback is the communication of information to us about aspects of our behaviour 
which affect other people. It can be a useful tool in making us more aware of what 
we do and how we do it. The process of feedback helps us learn whether our 
behaviour is having the effect we want. It is, therefore, a way of helping us consider 
whether to change our behaviour in some way. 

The giving and receiving of feedback involves using a set of skills which require very 
careful handling. It requires courage, tact, honesty, understanding and respect for 
both ourselves and others. When not done well it can create defensiveness and 
tension; ist effect can range form being meaningless to devastating. When done well 
Givin» helpful feedback the effects can be enormously beneficial to individuals and those 
with whom they come into contact. 

Guidelines for Giving Feedback 

• Be descriptive and evaluative (what you saw and liked or 
disliked) but not judgmental (this was right or wrong). 

• Be specific, not general. 

• Focus on visible behaviour, not invisible mental states such as 
attitudes, values and needs. 

• Be wary of making assumptions about the intentions of the 
person. 

• Report on feelings and impact of behaviour on you. 

• Time feedback appropriately. 

• Be positive, not negative; emphasise what could be done 
differently. 

• Ensure feedback is something that can be acted upon (e.g. not a 
nervous stammer). 

• Be prepared to check the accuracy of your feedback. 

• Be clear about your motives for giving feedback. 

Guidelines for Receiving Feedback 

• Listen. 

• Check your understanding. 

• Try not to be defensive. 

• Remember the feedback is for your benefit. 

• Be willing to seek it to enhance your own performance. 

sts 
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• Fell free to acknowledge the effort of the giver. 

You choose what you will ultimately change about your 
behaviour, if anything. 

3. The Heron Model - Six Category Intervention Analysis 

SUPPORTIVE 

CONFRONTING 

CATALYTIC 

INFORMATIVE 

CATHARTIC 

PRESCRIPTIVE 

A 
AUTHORITATIVE INTERVENTIONS 

FACILITATIVE INTERVENTIONS 

sf.9 

ATTENTION: The Singapore Copyright Act applies to the use of this document. Nanyang Technological University Library



Introduction and Terminology 

This system was devised by John Heron of the Human Potential Research Project at 
Surrey University. An explanation booklet was published in 1975, (see reference). 

The word intervention is perhaps unfortunate, interaction might at first seem a better 
term, however intervention is used to indicate that Heron is specifically focusing on a 
'helping' relationship; that is, an intervention suggests that there is an identified 
'practitioner1 and an identified client (or clients). In the context of 
development/training it is more helpful to use the terms 'facilitator1 and 'participant'. 

Heron regards his list as exhaustive in that all positive interventions can be 
interpreted using the 6 Category Model; there may sometimes be overlap between 
categories since they are to an extent interdependent. 

The 6 categories are divided into AUTHORITATIVE and FACILITATIVE; the former 
are those where the facilitator takes a more obviously dominant or assertive role and 
the emphasis is on what the facilitator is doing. The facilitative categories include 
those where the facilitator is more discreet and the emphasis is on the effect of the 
interaction on the participant. Heron makes the point that his terminology does not 
imply that any categories or types of category are better or more valuable, the value 
will depend on the situation and relevance of intervention. Value also comes from 
the facilitator's genuine care and concern for the participant, for the participant's 
sake. Heron also argues that his analysis is not dependent on any particular school 
of counselling, therapy, etc. 

3.1 Overview of the 6 Categories 

Authoritative 

1. Prescriptive 
Giving advice, offering opinion, being critical/evaluating performance. A 
prescriptive intervention is one that explicitly seeks to direct the behaviour of the 
participant. 

2. Informative 
Giving information, imparting knowledge, offering interpretation. An informative 
intervention seeks to impart new knowledge and information to the participant. 

3. Confronting 
Being challenging, giving direct feedback. A confronting intervention directly 
challenges the restrictive attitude/belief/behaviour of the participant. 

2.o 
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Facilitative 

1. Catalytic 

Encouraging self-directed problem solving/eliciting information. A catalytic 
intervention seeks to enable the participant to learn and develop by self-direction 
and self-discovery within the context of the facilitator - participant situation, but 
also beyond it. 

2. Supportive 
Being approving/confirming/validating. A supportive intervention affirms the worth 
and value of the participant. 

3. Cathartic 

Releasing tension, encouraging laughter/crying/trembling/storming. A cathartic 
intervention seeks to enable the participant to discharge painful emotion. 

For each category it is possible to subdivide into 'sorts'. In all cases, it is also critical 
to be aware of the manner in which an intervention is made, for instance, a 
prescriptive intervention which is giving advice is most appropriately given in a 
sensitive, and non-moralistic manner. 

Prescriptive Interventions 
(directing the behaviour of the participant) 

i. Directive Prescription 

Prescriptive interventions vary along a continuum in terms of the strength of the 
direction given, from mildly prescriptive to strongly prescriptive, eg: 

suggest > propose » advise > » persuade » » command 

How appropriate this kind of intervention is depends to a large extent on the 
subject matter of the prescription. In general it is more appropriate to use 
prescriptive interventions about task and process issues rather than personal 
issues. For example: 

• proposing what exercise/activities participants will be doing next; moving 
them into exercises; advising them on the size of groups for certain 
activities and how much time they have; prescribing evening work or 
preparation etc. 

ii. Consultative Prescription 
In using prescriptive interventions when dealing with behavioural issues, it is 
often more, appropriate to use consultative prescription: 

2Y 
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" • proposing some behavioural change then consulting them on their views 
about your proposal. 

However, it is not always as clear cut as this. There may be times when a fully 
commanding prescription is appropriate on a behavioural issue, eg: 

• the behaviour of one individual is damaging another participant (eg. 
destructively given feedback, continuous put-downs), so you use the full 
authority of your role in commanding a change of behaviour. 

• in the context of an exercise where the 'contract' is to help the participant 
handle conflict or confrontation, a commanding prescription („l want you to...") 
may be necessary to facilitate their learning. 

iii.De/no/7sfraf/Ve Prescription 

Finally, the demonstrative prescription (better known as 'modelling') is another 
kind of prescriptive intervention which is key to developing others. 
Here, your own real behaviour provides a model for the participants, without 
making any explicit proposal that they adopt that behaviour. 

nformative Interventions 
(imparting new knowledge and information) 

It is necessary to distinguish between 'public' information and 'private' information. In 
the context to training events, 'public' information includes models and theories of 
behaviour, whilst 'private' information refers to the subjective meaning that 
participants give to their own experiences. 

i. Presenting Relevant Public Information 

During the early stages of a programme, it is necessary to give inputs which are 
relevant to the needs of the participant: 

• input on the content, objectives, flow and style of a programme will meet 
the need for some structure early on; input on key models, theories etc. to 
help them relate the content of the programme to their own experience. 

ii. Giving Interpretative Information 

You can also offer an interpretation of a participant's behaviour/experience as a 
way of helping them find meaning: 

• offering your impression/hypothesis about someone's actions based on 
your past experience and/or your intuitive sense about them, eg. „l imagine 
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that the reason you find it hard to assert in this situation is because you've 
already convinced yourself that you'll fail". 

However, giving too much meaning can lead to dependence on the facilitator as 
'expert', and there is always a choice between offering interpretation and helping 
them find it for themselves via a catalytic intervention: „do you have any ideas 
about why it is difficult to assert yourself in that situation?". 

Confronting Interventions (directly challenging the participant) 

Confronting interventions aim to help a participant become conscious of some 
limiting behaviour/attitude of which they are currently unaware. Their awareness is 
often a defensive reaction, so skill is needed when confronting. In this context, 
confrontation has nothing to do with aggressive combat. It is non-aggressive and 
non-combative. The art is to tell an uncomfortable truth, but to do so with a manner 
which affirms the worth of the person, i.e. confront the behaviour whilst supporting 
the person. 

Because by definition the person is unaware of the limiting behaviour, the facilitator 
takes the initiative and presumes to judge whether or not is in the individual's best 
interests to become aware of it. 

Facilitator frequently find confronting difficult because they also need to manage 
their own feelings of anxiety during the process of confrontation. It is their own 
anxiety which leads them to either 'pussyfoot' around the subject or to 'clobber' the 
participant. 

Confronting interventions include: 

• giving constructive feedback of your own impressions of the person's 
behaviour in a non-punitive, non-moralistic way. 

• asking direct questions aimed at revealing what the participant is 
concealing, denying or avoiding, eg: „when did you last give positive 
feedback to your team?" The question goes to the heart of the matter and is 
most effective when it focuses on experience, i.e. whether they have or 
haven't experienced something or done something. If they evade it or are 
stunned by it, repeat it quietly and gently until they answer. 

• confront their own disempowerment by asking them to change the 
language they use, eg: ~ 

„l can't..." to
.1 won't...", .1 choose not to..." 
„you should..." to
J want you to..." 
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„I must/ought to..." to
„l can choose to..." 

• confront someone who seems 'cut off from their emotional world by shifting 
their consciousness from what they are saying to how they are feeling. 

• confront someone with a poor self image (eg. someone who puts 
themselves down a lot or only seems to hear the negative feedback) by 
inviting them to either reflect back only the positive feedback they get, or to 
repeat several time unqualified statements about their own strengths. 

Catalytic Interventions (enabling learning by self-discovery) 

Catalytic interventions are the core of the developer/trainer's expertise. There are 
two key types of intervention, 'interactive' and 'structural': 

i. Interactive Interventions 
• asking questions about the participants' experiences and actively listening 

to their responses. 

• reading between the lines of what someone is saying and offering your 
own interpretation of the missing pieces in the form of a statement - „lt 
sounds-seems as though you..." 

• picking up and acting on non-verbal cues (eg. feeling cues, alienation cues, 
wanting-to-speak cues). 

ii. Structural Interventions 
• offering structures, exercises, questionnaires etc. which help participants 

solve their own problems, draw their own conclusions about their current 
skill level. 

• offering activities which help participants decide for themselves what they 
want to focus on in their learning 

• self-directed learning sessions which encourage participants to take 
responsibility for their own learning, choosing their options, perusing their 
own goals. 

• offering participants ways of rehearsing for the future, grounding their 
learning in reality, role plays etc. 
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Supportive interventions _.
(affirming the value of the participan

The essence of supportive interventions is the willingness 1o give each participant 
your full attention and to show 'unconditional positive regard' for them, i.e. show that 
you value them regardless of any ineffective behaviours they may have or values 
you don't share. The interventions are few and simple, but essential to the role of 
developer: 

• giving positive feedback about the person's positive impact. 

• affirming the person (as opposed to their behaviour), conveying your 
acceptance of them, their values and beliefs etc. 

• giving permission (i.e. to be/to act/to feel), eg: Jt's ok to be angry", „l think 
it's perfectly reasonable to avoid situations like that". 

• expressing personal positive regard, eg. „l like you..", „l've enjoyed your 
company". 

• sharing/disclosing to show empathy and trust of the other person. 

Cathartic interventions 
(helping to participant discharge painful emotion) 

Suppressed painful emotion invariably disables the person in some way, preventing 
them from functioning in a full and healthy way. To embark on cathartic 
interventions the facilitator must: 

a) be skilled in handling the emotions of others, particularly in helping them 
integrate their in-sights/learning from the cathartic experience into their current 
behaviour/life. 

b) have some form of contract with the participant about cathartic work, such that 
the person is actively making the choice to do it. It should never be 'just done 
to them'. 

There are generally four emotional states associated with catharsis: 

Release of embarrassment: laughter 

Release of grief: Tears/sobbing 

Emotions near the surface 

Release of anger: Shouting/storming Deeper emotions 

Release of fear: Trembling/shaking 

Deeper emotions 
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4. Supportive and Challenging Climate 
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5. The Hamburger Model 

Set 
Clear 
Objective 

Consider 
* Roles 

* Procedure 
Check 
agreement to 
objective 

PROCEDURE 

- chairman 
- minute taker 
- time keeper 
- time available 
- brainstorm, 

discussion, 
presentation 

- decision process 

CLIMATE 

Self-Oriented 
Behaviour 

- • B 

+ve 

Group Maintenance 
Behaviour 

- Dominating 
- Withdrawing 
- Rambling 
- Blocking 
- Showing Off 
- Interrupting 

- Active Listening 
- Building Common Ground 
- Expressing Feelings 
- Encouraging 
- Involving 

And if the CLIMATE is too hot or too cold 
* Hold a Process Review 
- stop task activity, everyone express how they are feeling 
& what they want to happen, decide on appropriate 
procedure, then continue task work 
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6. The Intervention Cycle 

REVIEW ASSESS SITUATION 

DECIDE WHAT 
TO DO 
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II. Conflict Management 

1. Introduction 

Wherever people have contact with each other there are conflicts. These are 
expressions of differences in, and conflicts of, interests, objectives and 
requirements between people, groups / teams and organisations. Group 
relationships tend to develop in a chaotic and conflicting manner. Insecurity, 
mistrust and survival angst lead to behaviour that seems like a vicious circle or 
dilemma to the people involved. 

Conflicts contain risks because they can be destructive and can complicate or 
impede our living or working together. But they are also opportunities, since 
systematically resolving conflicts can lead to better forms of communication 
and co-operation. When people settle conflicts constructively, they can attain 
more mature forms of living and working together. 

The following script shows and analyses conflicts typical in the working world. 
The tools and methods are aimed at developing solutions in situations of 
conflict at work. 

Why are conflicts again and again seen as threats? Why does the living out 
and processing of conflicts tend to be avoided? There are various reasons for 
this: 

a) A conflict situation has a most diverse number of causes that can be very 
complex and that cannot be recognised at the first encounter. In such 
situations, we see ourselves as powerless and out of our depth. 

b) Not only our intellect is addressed in a conflict but our feelings and values, 
our desires and fears. The whole person is affected. 

c) Conflicts often lead us to borderline situations in which much depends on 
how well we know ourselves with all our good and bad sides. 

Conflict management supplies aid in recognising and understanding conflicts 
in organisations and offers theoretical and practical suggestions for 
constructively resolving social (i.e. interpersonal) conflicts. 

Aim: not to avoid conflicts, but to deal with them constructively 

Experience shows that people learn most about conflicts when they experience 
such situations themselves and when they test various concrete courses of 
action and conflict-solving techniques in that situation. 
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1.1 Definition of Conflict Management 

_ working on individual conflicts and topics 
_ offers theoretical and practical assistance in the constructive resolution of 

conflicts 
_ provides assistance in recognising and understanding conflicts in 

organisations 
_ conflict management "research" findings 

2. First Points of Orientation in Conflict Situations 

2.1. Interpersonal and Intrapersonal Conflicts 

There are several indications by which to characterise conflicts: 

Conflicts between individuals, groups / teams or organisations are 
interpersonal conflicts (conflicts between people). 

Conflicts can occur within one single person, too though; for instance, when 
different values clash (conscience conflicts or intrapersonal conflicts). 

Examples: 

An interpersonal conflict or conflict between people exists when two clerks 
in one department cannot agree on an effective task division. 

A conscience conflict or intrapersonal conflict exists when an employee 
carries out an task that is fundamentally incompatible with his/her 
interests/inclinations. 

2.2 Scale Conflict (Conflict Arena) 

The scale or arena of conflict tells us something about the number of people or 
groups involved in the conflict. 

Micro-social conflicts occur between two or more individuals or in a small 
group. 

We speak of meso-social conflicts when a whole organisation, factory or 
administrative body is affected. 

Conflicts on a macro-social scale have expanded to different levels of a 
society (economy, different media, political decision-makers). 

Example: 
A conflict between different members of a project team can occur in the micro-
sociaJ arena when the next hierarchical level is drawn into the conflict and the 
rest of the organisation is not actively involved in it. It can then expand to the 
meso-social arena when several departments or project teams in an 
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organisation clash or when a customer / client comes into a confrontation with 
a department or unit of a company. When conflicts take an extreme form and, 
for example, have an effect on business relations of several larger enterprises, 
then the conflict can even assume macro-social proportions. 

2.3 The Objectives of the Individual Conflict Parties 

Depending on the opposing objectives of the different conflict parties, we talk 
about friction conflict, fight for position or system-changing conflict. 

In a friction conflict, the parties do not strive for formal changes but rather 
there is disagreement about informal things. 

Example: Members of a team fundamentally agree with their responsibilities 
and rights but would like to be informed earlier when it comes to decisions that 
affect their team. 

In a fight for position the above-mentioned team could, for example, demand 
to be integrated into the discussions during the decision-making phase in order 
to be able to make suggestions and influence the decisions. This would mean 
an extension of their responsibilities. 

In a system-changing conflict, an alteration to the total system is aimed at. In 
our example, the team could demand that their own group be disbanded and 
reformed. 

2.4 Form of Expression of the Conflict 

The fixed form conflict uses already existing processes and institutions to 
deal with the conflict. 

Example: An employee wants to attend more training measures so they go to a 
person of their trust in the personnel department that draws up individual 
personnel development profiles. The employee is staying within the 
institutionalised framework of the company. 

In a free-form conflict, individual, or all, conflict parties do not use a 
prescribed form. In our example, the employee could notify the press of the - in 
his opinion- bad personnel policy in the company. An article in the daily paper 
is then not an agreed way to change personnel policy within the company. 

The heated conflict is characterised by explosive, heated debate between the 
conflict parties. Discussion and debate are sought. 

In a cold conflict the parties steer clear of each other. Communication has 
broken down. Argument occurs indirectly via evasion and avoidance. 
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2.5 Tabular Overview of Conflict Types 

social scale 
(arena) 

range 
of efforts 

form of 
conflict 

1. micro-social conflict 1. fixed form conflict 
(between individuals and 
within small groups) 

acceptance or rejection 
of mutual rights and 
responsibilities, or 
framework of the 2. free form conflict 

2. meso-social conflict 
(within an organisation, 
between groups and larger 
organisational sub-units) 

organisation 
1. friction conflict 
2. fight for position 
3. system-changing 
conflict 

3. heated conflict 

3. macro-social conflict 4. cold conflict 
(within population groups 
or social groups, interest 
groups with status in 
society as a whole)  

(source: Friedrich Glasl, Konfliktmanaqement. published by Freies 
Geistesleben Stuttgart) 

This table enables an initial rough estimate of conflicts. Any combination is 
conceivable. A conflict characterised as a fight for position can occur on a 
micro as well as on a macro-social scale. It can used fixed form as much as 
free form means. It should be further taken into account that conflicts change. A 
heated conflict can suddenly "go cold". The arena can expand or contract. 
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2.6 Exercises 

2.6.1 Conflicts in Practice 

Collect examples from your everyday working life and organise them according 
to the criteria shown. 

Which conflict characteristics are found particularly often? 

Do you recognise any typical conflict behaviour for you? 

For conflicts you are, or were, involved in: What position do you take? What 
position do the other parties take? 

To what extent does your behaviour, or that of the other parties, correspond to 
your personality and theirs? 

Do you see certain conflicts that are "pre-programmed", as it were, due to your 
professional situation? 

2.6.2 Two Conflict Analysis Methods (from R. Czichos) 

Conlfict analysis- analytical questions- (for people who are more analytical and 
can/want to work with the rational half of the brain) 

1. Who is involved in the conflict? What is your, and your conflict partner's, 
position in the company? Make a sketch of the organisational connection! 

2. What is it about? How would you describe the case? 

3. Outline the circumstances from your point of view that have brought the case 
to a conflict. 

4. How has the conflict been dealt with till now? How have you behaved? How 
have your conflict partners behaved? 

5. When were you first aware of the conflict? When was your conflict partner 
first aware of it? 

6. How have you spoken about it till now and with whom? How has your 
conflict partner spoken about it and with whom? 

7. What types of behaviour have you noticed so far (reactions, remarks, efforts 
to deal with the conflict)? 
a) on your part? 
b) on your conflict partner's part? 

8. How would your conflict partner define the conflict? 
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9. What expectations have you had in this conflict so far or what objectives 
have you persued? 

10. What expectations or objectives has your conflict partner pursued so far? 

11. Describe your conflict partner? 

12. How would your conflict partner describe you? 

13. Who supports you in your conflict? 

14. Who supports your conflict partner? 

15. Who could possibly mediate because they understand or like both parties? 

16. If you had to assume the role of your conflict partner, what things would you 
have to consider? 

17. If your conflict partner had to assume your role, what would they have to 
think about? 

18. How much time do have at your disposal? 

19. How much time does your partner have at their disposal? 

20. Have you often had similar conflicts? 

21. How important is the conflict for you? And for your partner? 

22. How important is a conflict resolution for you? And for your partner? 
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3. Conflict Diagnosis and Possibilities for 
Intervention 

Conflict diagnosis aims at the parties being able to better interpret events 
themselves and thus learning to control them. They show their own attitudes, 
desires, opinions, etc, in their problems, which is why their own insight into the 
influencing factors is the most important. 

The following sketched instrument of conflict diagnosis is oriented towards 
forms of conflict appearance. In other words: What type of actions / 
expressions / attitudes do I perceive? 

Example: In a conflict between an employee and his/her superior, the superior 
acts when he restricts the employee's responsibilities. "I don't think you can do 
this difficult task", would be an expression that expresses an attitude (mistrust, 
low regard) at the same time. 

3.1 Perceiving the Conflict Phenomenon ("How do the conflict 
parties behave") 

To recognise the phenomenon of a conflict, I ask myself, as a participant or 
observer, the following questions: 
_ Who is arguing with whom? 
_ What is the real issue here? 
_ How did it come to this? What's happening at the moment? 
_ What is the relationship between the conflict parties? formal / informal 
_ How are they treating each other? 
_ What are the conflict parties driving at? 
_ What do they want to acheive? What are they risking? 
_ What do they get out of the problem? 
_ Do the conflict parties have a subjective point of view? 
_ What manifests itself as an expression? literal speech? seating plan? 

gestures? voice? 
_ In what way does one party talk about their opponent (or do I talk about the 

other party and vice versa)? 
_ When do they /1 show strong emotion e.g. fear, hate or hopelessness? 
_ How do they /1 talk about their / my issues? 
_ Which questions do they /1 get excited about? 
_ Which non-verbal signals (body language, voice) do I perceive (in myself, in 

the others)? Do they correspond to the verbal expressions? 
These considerations are as useful for conflict participants (observation of your 
own manner of behaviour and that of "others") as for observers to achieve 
clarity about the situation. 

Summary 
The "How" in conflict diagnosis means perceiving the various manifestations of 
conflicts. These manifestations or conflict phenomena lead to the recognition 
of the conflict mechanisms operating in those involved and in their reciprocal 
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relationships. A participant or observer can recognise conflict mechanisms all 
the more readily the more his/her perception is trained (e.g. by practising, 
reflecting on his/her own behaviour, reflecting on conflict situations). 

3.2 Examining Conflict Potential 
("What is it about") 

To recognise conflict potential, I ask myself, as participant or observer, the 
following questions: 

_ What are the issues brought into the conflict by the conflict parties? 
Method: issue matrix 

_ What is the conflict progression i.e. the history of its emergence and 
intensifying of tensions 
Method: conflict atlas / crucial events 

_ Who are the parties in the conflict, whether individuals, group or a larger 
social structure 
Method: interviewing of "recognised" members (information carriers) 

_ What are the parties'positions and relationships (formal and informal; 
organisation as conflict potential) 
Method: "team forming" (informal organisation); evaluation of organigrams, 
company policies (formal organisation) 

_ What is the basic attitude towards the conflict, i.e. to what extent do the 
parties believe in a conflict resolution, what do they expect from the 
resolution and so on. 
Method: interviewing of recognised members 

1. Method: Issue matrix 

The aim of the issue matrix is to rebuild mutual understanding between the 
conflict parties. For this purpose, each party first notes down - on a separate 
sheet for each of the other parties present - the main issues of the conflict in a 
few key words. For example, party A registers all the important issues related 
to party B, then those related to party C, D and E. At the same time, party B 
lists the issues between him/her and parties A, C, D and E. Parties C, D and E 
proceed likewise. In the next step, all these issues are collated on a matrix (see 
drawing). In the third step, this general pisture is studied and the common 
ground and differences are marked. Finally, pairs are formed (A with B, C with 
D, E with A, etc.) and each partner selects for discussion and clarification one 
of the issues relating to both parties which he/she has brought up and one 
which the partner has brought up. 

It is important always to deal with the issues experienced and perceived by the 
conflict parties first, even if the mediating or observing party is of the opinion 
that these issues are only put forward as pretexts. Dealing with these issues, 
even if they only serve as pretexts, should bring about a learning and 
awareness-creating process in the parties and thus lead to the real issues. 
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2. Method: Conflict atlas / crucial events 

The conflict atlas is well suited as an aid to visualising the course of the 
conflict. The course of the conflict is reconstructed with the help of interviews 
and workshops (see handout). Here, the active parties are entered on the 
vertical axis and the time on the horizontal. The crucial events are entered with 
the dates and, in a few key words, the issues which were decisive for this 
event. The reciprocal relationships between the events and the parties are 
marked by means of different symbols (arrows, conflict marks, etc.). Later, this 
visualisation is discussed step by step with the conflict parties and mostly has 
the effect of basically clarifying the different views of the past history of the 
conflict, the connections and the core questions to be dealt with. Those 
involved are made aware of the complications and realise the necessity of 
disentanglement by means of a gradual process. 

The correct diagnosis of the degree of escalation is of major significance for the 
intervention of conflict treatment, it provides pointers to immediate measures 
that should prevent the further course of the conflict becoming uncontrollable 
and, at the same time, offer a starting point for the interventions which will be 
effective in the medium and long term." (from: Friedrich Glasl, 
Konfliktmanagement, Verlag Freies Geistesleben, Stuttgart) 

3. Method: Interviewing "recognised" members (= information carriers) 

The following questions are posed to the conflict parties: 
Who are the core members in the conflict parties; which people determine the 
course of the conflict within the parties and play a decisive part? Who may on 
no account be passed over in these matters (conflict treatment)? Who, in your 
opinion, represents the opposing view most strongly? Who do you see as the 
spokesperson of the opposing party? Who often represents your group most 
effectively? Who should the next steps be discussed with? 

In practice, this probing about the core members of the conflict parties is 
accepted as legitimate, the questions are answered willingly and there is also a 
great degree of agreement among those asked as to who these core members 
are. 

Once the core members have been found, it has proved effective to work 
closely with them and to involve them in dealing with the conflict. The core 
members' views on the conflict are important and helpful. 

3.3 Detailed Questions about Conflict Diagnosis 

1. Issues Involved: 
_ Which issues are raised by the parties? 
_ Are the items the same for all of them? Differences? Common ground? 
_ Do the parties know what one another's issues are? 
_ Are isolated issues or related issues involved? 
_ What are the core items - peripheral points? 
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_ Which issues do emotions and feelings play a large part in? 
_ Which issues are the parties set upon? 

2. Conflict Progression: 
_ Which escalation symptoms are noticeable? 

What are / were the points of no return for the participants, i.e. deciding and 
critical moments in the conflict's progression? 

_ Who is at which escalation stage and with whom? 
_ Where and when did the points of no return occur? 
_ (Transition to the next higher stage?) 
_ How stable or explosive is the conflict (cold / heated)? 
_ How quickly can the conflict escalate further? 

3. Parties 
_ Are the conflict parties individuals -groups- or groups of groups? 
_ For groups: How open or closed are they? Segragated? 
_ Who is the leader, representative to the outside? 
_ What is the relationship or dependency between the group and the 

representative? 
(people's tribune (leader), senator, king in exile)? 

_ Party-internal communication, leadership, decision-making structure, power? 

4. Relationships between the parties: 
_ How are relationships formally determined (organigram, statutes, procedure 

rules, etc)? 
_ What do the parties think of the formal regulations: disapproving, accepting, 

infiltrating, defensive, offensive....? 
_ How do informal relationships appear: Who is dependent on whom? 
_ What are the unwritten "role agreements"? 
_ What perceptions / opinions do the parties have of each otherf? 
_ What patterns of behaviour do they display? 
_ What is their attitude to each other? 

5. Basic Attitudes to the Conflict: 
_ What philosophy do the parties have regarding the conflict? 
_ What appears to be the parties'actual strategic calculation? 
_ What do they think of the system's existing conflict regulators? 
_ What do they expect? (procedures to settle the conflict) 
_ Is is a question of a friction -fight for position- or a system-changing conflict? 
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3.4 Conflict Phases 

Orientation phase 
In this initial phase, a rough diagnosis of the conflict must be made. Moreover, 
it must be clarified who the client for conflict management is and which group / 
people actively work on the conflict or are affected by it. It is also important to 
agree on rules for the process and for possible intervention. 
_ preparation - conflict management strategy 
_ rough plan 
_ timeframe 
_ immediate measures 

Conflict management phase 
In this phase, various strategies are brought in depending on the type of 
conflict. The main ones are moderation, process facilitating, socio-therapeutic 
process facilitating, but also mediation right up to intervention by force. These 
procedures can be found described in more detail in chapter 4.8. 

Consolidation Phase 
Consolidation basically means that the participants agree to measures that 
ensure lasting success of the above-mentioned types of intervention. These 
are for example: 
_ agreements between the conflict parties 
_ defining of forms of communication (feedback practice in the team) 
_ defining conflict regulators 
right up to 
_ organisation development 

What has been achieved must be institutionalised, strengthened and 
consolidated. If, for example, it became evident in the course of the conflict 
resolution that one of the causes for the conflict was the insufficient team-
capability in the group, an important consolidation measure would be to enable 
the individual employees to behave more in a team-capable and mature 
manner. 

3.5 Escalation Stages of Conflicts (according to: F.GIasI, 
"Konfliktmanagement") 

1. Hardening 
In this initial stage, occasionally tensions or differences of opinion occur; the 
participating people behave so that conflicting expectations, resolution 
suggestions or ideas become rigid or mutually exclude each other. However, 
the participants are convinced that the tensions are resolvable through 
discussion. There are no rigid parties or camps. 

2. Polarisation and Debate 
The participants take on rigorous positions and are not afraid of hard, verbal 
confrontations. Co-operative and competing behaviour alternate. Beginning of 
"black and white thinking" and verbal violence occurs occasionally; the parties 
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now forming try to get themselves into a superior position and to manoeuvre 
the other party / ies into inferior positions. 

3. Action Instead of Words! 
Co-operative behaviour between the parties retreats into the background and 
in its place more and more competitive behaviour develops instead; the parties 
proceed to strengthen their position. They try to stop the opponent reaching 
their objectives and to assert themselves. Within the parties, pressure develops 
to conform and to have consensus.The emphasis of the argument shifts 
noticeably to non-verbal communication, that is to actions. Discussion (verbal 
communication) is no longer seen as a means for conflict resolution. Thus the 
conflict parties notice each other less and less and interpret more and more. 
Empathy is increasingly lost for the other party. 

4. Images; Coalitions 
Now the parties are concerned with winning or losing; victory or defeat. The 
attitudes become more rigorous, rigid and aggressive. The "image of the 
enemy" developed in the previous phase becomes generalized; a stereotype 
image develops that can no longer be corrected by additional experience, but is 
fixed. One party provokes the other (unconsciously) to behaviour that 
unintentionally becomes a self-fulfilling prophecy of the previously developed 
image. A double-bind situation is produced where one parties'behaviour 
provokes a certain behaviour in the opposing party and vice versa. Both parties 
are trapped in these roles and any break in this will be punished. The parties 
make an effort to get suppport from outsiders. Coalitions are formed to 
strengthen themselves against the "enemy"; they crumble as soon as the 
respective conflict is resolved or settled. 

5. Loss of Face 
When a conflict party causes the others to lose face, the "embarrassed" party 
experiences an hour of truth when they finally recognise what they always 
suspected, namely that the opposition was always dishonest and false. The 
conflict partners hold on to the previously defined negative roles for each other, 
especially when they fight each other. Compromises are now unacceptable as 
it's a matter of values or principles at this stage. An autistic-hostile attitude is 
created; the parties are only interested in themselves and their own positions. 

6. Threat Strategies 
The conflict parties drift further and further apart. Even if they wanted to, they 
couldn't empathise and settle with the opposite side. Self and opposition 
images become more fixed; the parties have unbridgeable decrepancies in 
their interpretation of the conflict. The attitudes of the parties become 
unyielding and absolute. Exaggerated and unfulfillable conditions are 
presented to the opposing party and threats are connected to them. Threat 
strategies bring violence into play now too; the danger of the conflict scale 
expanding is especially great. The opponent recieves an ultimatum that is 
unfulfillable. 

7. Limited Crushing Blows 
The parties are now inclined to think each other capable of anything. The other 
side blocks the way for problem solving and therefore has to be destroyed. The 
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threats from the previous stage go along with the breaking off of all 
communication. Communication only goes one way; replies made by the 
opposing party go unnoticed. Thus all reconciling actions made by the other 
side are no longer registered. The opponent is not granted any human 
qualities; a relatively slight loss is seen as a win if the opponent is 
disavantaged by it. 

8. Shattering 
The aim now is to destroy as many vital system factors of the opponent as 
possible. The opponent's power base and existence should be destroyed, and 
the opponent shattered. The parties refrain from even more violence for fear of 
their own decline. 

9. Into the Abyss Together 
Now there is no turning back without destroying the opponent and driving 
oneself into the abyss. The material and immaterial costs of turning back 
appear far higher to the parties than the cost of total destruction, even of 
themselves. Their own decline is seen as a victory because the opponent is 
also destroyed. 

10. Summary 
Friedrich Glasl wrote his guide for managers and advisors. As a conflict 
resolver, he was also entrusted with resolving political and international 
conflicts. This is reflected in his terminology. Nevertheless, upon close 
inspection, escalation stages presented here can also arise in teams, business 
organisations or between the two. There are enterprises that have driven 
competitors to ruin with aggressive pricing policies and have risked their own 
bankrupcy in the process. Destruction at the cost of self-destruction can also 
mean ruining a colleague's career and thus making oneself intolerable as an 
employee. 

By consciously recognising which phase a conflict is at and which mechanisms 
are being used, those affected, superiors and advisors can in the same way 
consciously take countermeasures to ease tension and bring about 
reconciliation. But even the diagnosis itself already changes the perception and 
behaviour of those affected. The American physicist Edison noted in his day 
that by perceiving the world one changes it. 

(from: Friedrich Glasl, Konfliktmanaoement. Freies Geistesleben publisher, 
Stuttgart) 

/ / * - > 
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3.6 Global Conflict Diagnosis: Manifestation 

Think of a concrete conflict you were involved in that appears typical for the 
manner in which conflichts are dealt with in your organisation. As you can see 
below, conflict characteristics are listed opposite each other. Which are 
characteristic of the conflict you have chosen: more of those on the left or of 
those on the right? 
5= strong resemblence to the left hand side characteristics, 4=not as strong 
1 =stong resemblence to the right hand side characteristics, 2= resemblence 
not as strong, 
3=resemblence to both characteristics 

A. open and directly 
confrontational 5-4-3-2-1 "coming from behind" 

B. noticeable aggression 5^-3-2-1 disguised aggression 

C. "foaming at the mouth" 5-4-3-2-1 supressed emotions 

D. parties act as if 
idealistically motivated 

5-4-3-2-1 parties act cynically 

E. attitude: " victory rush " 5-4-3-2-1 "there's nothing to gain" 

F. parties look for supporters 5-4-3-2-1 tendency to fight alone 

G. parties completely 
overestimate themselves 

5^4-3-2-1 feeling of complete 
powerlessness 

H. out for conquest / 5-4-3-2-1 retreated to the trenches 
expansion 
I. arrogant parties 5-4-3-2-1 disheartened, depressed, 

scared 

J. very charged with emotion 5-4-3-2-1 very reserved 

K. parties appear over
sensitive 

5-4-3-2-1 parties appear insensitive 

L. negative emotions vented 5-4-3-2-1 negative emotions are built i 

M. spontanious explosions 5-4-3-2-1 calculated actions 

N. parties act recklessly 5-4-3-2-1 forced control 

0. everyone lets themselves 
go 
P. parties on an action high 

5-4-3-2-1 everyone severely blocked 0. everyone lets themselves 
go 
P. parties on an action high 5-4-3-2-1 apprehension, blockading 

4-? 
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Q. spectacular actions 5-4-3-2-1 furtive actions 

R. parties seek direct friction 5-4-3-2-1 parties seek distance 

S. procedures are disrupted 

T. very informal 

5-4-3-2-1 

5-4-3-2-1 

procedures are specifically 
made use of 
very formal 

U. conflict is admitted 5-4-3-2-1 conflict is denied 

Total score: 
Scores 21 -45: cold conflict 
Scores 45-85: luke-warm conflict 
Scores 85-105: heated conflict 

(from: Friedrich Glasl, Konfliktmanaaement. Freies Geistesleben publisher, 
Stuttgart) 

/ . / . 
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Worksheet for Role Negotiations 

I 
(name) 

would like of my partner (name) 

1. So that I can work better and more efficiently, my partner should say the 
following more often / more / more strongly / more clearly: 

a) 

b) 

c) 

2. So that I can work better and more efficiently, my partner should display the 
following behaviour less / less often / not at all any more: 

a) 

b) 

c) 

3. So that I can work better and more efficiently, my partner should display the 
following behaviour less / less often / not at all any more: 

a) 

b) 

c)

These arrangements are to be checked the following day: 
Initials or signature of both partners: 

Team Forming (Scene Sculpture) 

Scene sculpting is a therapeutic technique. Here, order and dynamics in 
families are shown in order to come from entanglements to solutions. This can 
be used in organisations, for example, to show formal and informal hierarchies, 
and also dynamics that influence the organisation (power struggles among 
superiors, conflicts based on entanglements between employees, etc). 
Unspoken, hidden orders also become visible which, like an "informal company 
culture", as it were, counter the formal culture, thus hindering it. Because, 

• s -
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systemically, the unspoken thoughts arealways the more powerful. Thus it is 
important to bring the hidden to light. The resolution of the entanglement 
occurs by perceiving what exists and then by finding an order that serves the 
organisation, the company and the individual. There are many interesting 
books on this topic by Bert Hellinger, who developed this technique and who 
works with the "family forming" technique in German-speaking countries (see 
"Further Literature"). 

In scene-sculpture, someone forms their team or group by choosing people 
present at the seminar to represent the group. The one "forming", does so by 
placing the people in relation to each other like chess figures. In this set-up, the 
chosen people feel and think like those they represent. 

3.7 Summary 

Every conflict is different and not every conflict requires attention to all issues. 
In certain circumstances, many detailed findings may even obstruct the ability 
to see the whole and essential picture of the conflict situation. Helpful 
techniques that often make extensive questioning superfluous, but that show 
the existing facts of the case, are: 

_ team formation 
_ issue matrix 

conflict atlas 

4. Starting Points for Intervention 
(Techniques for Dealing with Conflicts) 

4.1 Fundamental Differentiation of Types of Intervention 

Preventive or precautionary measures 
By training employees in communication, dealing with stress and pressure or 
team development, teams can react appropriately to imminent conflicts. 
Conflicts can thus become opportunities for further development. 

Curative or "healing" measures 
Curative measures should resolve, limit, control or regulate an already existing 
conflict. The following measures are all classified in the curative area; that is, 
are suitable for processing or resolving already existing conflicts. 
Escalating and de-escalating intervention 
An escalating (conflict awareness heightening) method is, for example, a 
forecast made by a third party of the possible consequences of the conflict. The 
conflict parties can then be stimulated to settle their issues and relations to 
avert threatening damage. De-escalating (conflict defusing) measures are 
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especially useful in heated conflicts. One technique is, for example, "finding 
common ground". 

4.2 Perception as a Starting Point of Intervention 

In many conflicts, the parties have a tendency, in the course of time, to interpret all dealings 
and remarks negatively and only see their own behaviour positively. This is called biased or 
distorted perception. In such a phase, it is important to correct this distorted perception and 
overcome reciprocal prejudices. 

Techniques 
_ Golden moments $ "Michael and the Dragon" (see chapter 5 Further 

Intervention) 
_ Living monument 

Method: Living monument 
This method is initially non-verbal and then turns into a dialogue format: Anton, 
Bernd and Carla try to stand Dieter in the room in a pose like a monument. The 
individual stages of the process are as follows: 

1. "Past pose": Dieter stands in the middle of the room. In silence, Anton, Bemd 
and Carla try to put Dieter in the pose that corresponds to their picture of him. 
They put his arms, hands, etc. in the positions they think typical of Dieter. If 
Dieter raises his arm, Bernd perhaps may put it back in his hip. In this way, a 
pose is found that all can agree on. 
Dieter has to submit to all of this. After about 10 minutes, Anton, Bernd and 
Carla are satisfied with the pose and posture. Dieter is now standing before 
them as they experienced him in the past: his eyebrows are raised arrogantly, 
his head is raised upwards, his mouth is formed in a cynical smile. His posture 
is asymmetrical and radiates superiority. Both feet are firmly on the ground, 
slightly apart. 

2. All of them, including Dieter, memorise this posture, so that later they can 
reproduce it from memory. 

3." Future pose": Now Anton, Bernd and Carla put their colleague Dieter in a 
new pose. This one is supposed to express how Dieter could be if he could 
further develop the good qualities and abilities already within him. This 
monument is Dieter's "future potential". Dieter's monument now shows a 
person standing firmly on both feet, however this time taking a small step 
forwards. His body is inclined with interest into the room, his arms are opening 
outwards in a welcoming and at the same time helping gesture, the position of 
his head shows him to be listening attentively. 

4. All of them memorise this pose too. 

5. Now Dieter assumes the first pose (past picture) again. Then he changes 
over in a continuous, slow movement into the future pose. 

/. ~z 
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6. Wjile Dieter repeats this transition several times, he takes note of the 
movements he finds strenuous, what he feels while he makes these 
movements and how he identifies with them. 

7. Dieter tells the others how he experienced the poses and what they mean for 
him. He describes his feelings during the transition movements. Then he asks 
Anton, Bernd and Carta questions because he didn't understand some things. 
His colleagues explain the reasons for their choice of poses. The whole 
exercise ends up in a frank discussion during which more reciprocal 
perceptions are expressed. 
8. The next round begins with Bernd being modelled ... 

This method generally has a very direct effect. The poses are often 
experienced quite differently by Dieter than by the three "sculptors" who have 
put him in the poses. The images of the past and the future make it easier to 
shift the old perceptions and break them up. By modelling a possibility for the 
future, Anton, Bernd and Carla have to force themselves to overcome their 
selective perceptions of the past which increasingly concentrated only on 
Dieter's unpleasant characteristics. In the process Dieter experiences 
liberation: he is no longer tied to the old image. In the model of his possible 
future self he sees his personality being recognised in principle, despite his 
obvious weaknesses. When Dieter asks his colleagues for their explanations 
he shows interest in the perceptions of the others. On the basis of his 
experience of the transition movement, Dieter can ask the others for concrete 
advice: "What do you suggest I do to turn the gesture with my hand raised like 
a teacher into a helping hand?" The advice which follows should no longer be 
in the form of images but should describe forms of behaviour they find 
advisable. It is then up to Dieter to study some of the advice more closely and 
to turn it into resolutions. 

4.2.1 Exercise in Perception Clarification 
(escalation stages 3,4 and 5) 

Intervention objective: Awaken consciousness of own biased perception and 
the opponent's possible view. One party can initially do this alone and then 
with the other party in a clarifying discussion. 

Procedure: 
Choose an incident that is fairly recent. This incident should, in your opinion, 
be a typical example of the conflict. Individually (or with assistance of your 
partner) examine the following: 

1. What impression did I have of my behaviour in this situation? What were my 
intentions in this situation? What general impression did I have of myself as 
a conflict partner? 

2. What impression did I have of my opponent's behaviour in this situation? 
What did I subjectively experience as my opponent's motives, objectives, 
intentions? What impression did I previously have of the opposing party's 
characteristics, qualities, etc. 
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3. What impression does the opposing party appear to have of me in this 
situation? How, in my behaviour, could I have given them cause to think 
this? With hindsight, how could I have expressed my motives, objectives, 
intentions to the other party so clearly that they couldn't receive any other 
impression of me other than what I have of myself? 

The best way is to clarify these questions with your opponent in a discussion. 
In an exercise situation, it is your partner's task to help you discover your 
opponent's possible points of view and reveal possible differences in 
perception. 
Make sure that every sentence begins with one of the following formulations: 
"My impression was that....", "I had the impression....", "I remember that..", "I 
had the subjective impression that...". 
Your partner will see to it that you begin with these formulations. They will 
repeatedly ask: "Was it really like that? Isn't that too much from your point of 
view? Are you maybe defending yourself?" 

source: F. Glasl, Konfliktmanaqement. publisher: Paul Haupt, Bern/Stuttgart 
1994. 

4.2.2 Perception Clarifying according to Blake / Shepard / 
Mouton 
(excalation stages 3 and especially 4) 

The objective of this form of intervention is to reveal the most extensively 
distorted impression the parties have in the conflict. Then they can be 
discussed and the distortions can be recognised and corrected. Both parties, 
initially Anton and Bernd (individual or groups), work separately on the 
following: 

1. How does Anton see himself in the conflict? Typical behaviour, style, 
intentions, strengths and weaknesses. 

2. How does Anton see his opponent? (the same points as in 1.) 

Bernd deals with the same questions analogously referring to Anton. Both write 
their impressions on their flipcharts. Then they exchange these. Each listens to 
what the other party thinks. At this point, only information questions are 
allowed: "What does Anton really mean by....? Can you give me an example?" 
Then Anton and Bernd withdraw again (as a group) and answer the following 
questions: 

3. If Anton visualized a different picture of himself than the one Bernd 
visualized of Anton: How does Anton explain that Bernd has a different 
impression? In what way can Anton have produced this picture by his 
behaviour? Can Anton remember situations in which Bernd could have 
developed this impression? 

4^ 
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Both parties answer the same questions. Then, in a meeting, they exchange 
explanations and request the other to check them: Were these the situations 
and kinds of behaviour that the other one meant? Can this lead to correction of 
the original impression? Now both discuss the differing points.This can lead to 
a "micro analysis of a critical episode". 
source: R.Blake / H. Shepard / J.Mouton: Managing interqroup conflicts in 
industry. Ann Arbor / Houston 1964. 

4.3 Intervention based on Feelings and Attitudes 

The conflict parties should overcome feelings of hostility and mutual 
discrimination, etc. They should regain trust in each other and tolerate and 
respect each other. 

Methods 
_ mirrored dialogue 
_ periodic summaries 
_ alter-ego comments 
_ rotating diary 
_ role reversal 
_ psychodrama / role play 
_ colour chess 

Method: The mirrored dialogue, according to C Rogers (1965) 
The conflict parties take turns at depicting how they experienced a particular 
situation. Or they discuss some issues that are not to too great, but also not to 
too little an extent emotionally charged. A third person helps them to adhere to 
the agreed communication rules. Anton describes in a few sentences how he 
sees things. Bernd has to repeat as precisely as possible, using his own words, 
what Anton has said. If Anton agrees with this reproduction, Bernd may go on 
to say how he sees these things. Then it's Anton's turn to reproduce faithfully 
what Bernd has described. Once Bernd has accepted Anton's reproduction, 
Anton can explain his views. This can go on for a quarter of an hour or 
somewhat longer. This structuring of the dialogue makes the parties aware of 
the fact that they sometimes only partly listen or already start peparing their 
responses before their partner has finished speaking. This process helps the 
parties to empathize with each other's experiences. 

Method: Periodic summaries 
After twenty minutes of discussion, the parties can summarize the essence of 
the opinions and attitudes of the other party in their own words. Then the 
parties listen to each other's summaries and comment on where the 
perceptions of the opposing party are correct and incorrect. It can happen that 
one party finds it difficult to empathise with the other at certain points or 
regarding certain issues. The parties can use this experience to further 
investigate certain barriers to communication and subsequently to break them 
down. Instead of going more deeply into content-related or verbal aspects, the 
conflict parties can also discuss non-verbal forms of expression that have given 
them indications of certain attitudes during the mirrored dialogue. 
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Method: Alter-ego comments 
The aim of these interventions is to encourage empathy with the feelings and 
attitudes of the other party and to learn not to suppress these feelings but to 
show them. One person speaks for the ego of the other: the "alter-ego". Miles 
describes different variants: while the conflict parties discuss an episode during 
the conflict, each one tries to observe how the other people feel, what annoys 
them, etc. As soon as Anton notices that Bernd is very angry and is trying to 
swallow his anger, Anton says: "Alter-ego for Bernd: Carta's comment has 
made me very angry. Is that right, Anton?" Anton may only answer briefly with 
yes or no, so that the discussion can continue. In this way, each person can 
express what is mostly suppressed. 
Variants of the alter-ego comments: During the discussion, each person has 
their alter-ego behind, beside or opposite them for a time. This alter-ego 
expresses only the feelings, attitudes, etc. for the person. Later on it can be 
agreed that the parties speak for themselves when they are struggling with 
suppressed feelings. We often have alter-ego comments expressed for the 
people who are psychologically furthest apart and who have great difficulty in 
understanding the reactions of the other party. 
Alter-ego comments do not require any special experience. Only at the 
beginning it is mostly necessary as a third party to help the participants to 
overcome their initial inhibitions with some alter-ego comments. 

Method: Rotating diary 
The conflict parties sit as a mixed group around the table. A discussion is 
interrupted after every quarter of an hour. During the breaks, each person 
notes down briefly on a sheet of paper what he/she thought, felt and wanted 
(left-hand column) and what he/she hopes, expects or intends for the next 
round (right-hand column). Then each person passes their sheet to the 
neighbour on their left. Each person can now read the remarks of the 
neighbour on their right and keeps the sheet. After the next round, each person 
writes their comments on the sheet received from the neighbour on the right. 
Then they pass each sheet on to the neighbour on the left, i.e. each person 
receives a sheet from the neighbour on the right, reads the comments, and so 
on. To begin with, nothing is said about the comments during the breaks. Only 
once the discussion has finished does each person read out loud what is 
written on the sheet in front of them. Now a discussion can begin among the 
entire group, or the comments can first be discussed in pairs prior to evaluating 
them as a whole group. One can also build up a qualitative "climate picture" for 
each round. Common psychological terms can be used here and each phase 
only characterised by means of figurative imagery: "To me it seemed foggy; I 
felt as if I was in a traffic jam; my impression was that we were lost in the 
forest, like Hansel and Gretel...". These images can serve as a starting point 
for deeper consideration of one of the conflict episodes that have caused 
similar moods. 

Method: Role reversal 
In group dynamics training sessions, it often becomes possible to discuss 
interpersonal problems by means of role plays. For ten minutes Anton has to 
play the part of the schoolmaster and Bernd that of the schoolboy who is 
always late. Then they swap roles. Bernd continues the dialogue in the role of 
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the schoolmaster and Anton in that of the schoolboy. The experiences they 
make during this are evaluated afterwards. 

Method: Psychodrama/role play 
A crucial episode is selected from the course of the conflict, described from 
memory and then dramatised. Here, Anton and Bernd play themselves. After a 
while, they exchange roles and continue the dialogue. The effect of role 
reversal as an isolated intervention is not particularly great. However, it can be 
helpful for individuals to discover their own barriers and, beyond that, to gain 
emotional distance to their own roles. 
If a conflict has escalated more intensively, a similar intervention can be used 
in separate discussions with each individual conflict party (person or group). 
The third party assumes the role of the devil's advocate: presenting the 
possible reactions or objections of the opposing party, so that the party present 
has to deal with them and learn to see the implications of their own behaviour 
on the other party. After a time, another person can be asked to play the part of 
the opposing party as the devil's advocate. After that, the perceptions and 
attitudes of the role-playing party can be further worked upon. 
The development of empathy is a basic precondition for the further work on 
attitudes. In addition, it is important to build up mutual trust. Experience has 
shown us that is mostly fruitless to speak to the parties abstractly about trust. 
What is convincing and constructive is what the parties themselves put into 
practice. 

Method: Colour chess 
One example can illustrate how colour exercises can be meaningfully used for 
working on feelings: colour chess. After some crucial episodes had been 
carefully analysed in a school, we gave the people a large piece of drawing 
paper and real beeswax crayons (made by Stockmar). Ms. Eva and Mr. Adam, 
examples of opposing parties, each chose a colour. Ms. Eva chose a blue 
beeswax crayon, Mr. Adam, for instance, a red one. A third colleague stands 
beside them and observes how the two react to each other by means of 
colours. Something is to be painted one move at a time, like in a game of 
chess. The most important rules of the game are: Paint in silence only small 
non-figurative motifs; carefully observe what the individual moves trigger off in 
yourself and your partner! 
Mr. Adam starts with red and draws a small patch of colour. This is his first 
"contribution to the dialogue". Then Ms. Eva responds to it with a blue motif. 
However, the very way she paints her contribution - quickly, strongly and 
purposefully - gives Mr. Adam a fright. And the shape she paints is pointed, like 
an arrow or a projectile approaching the soft cloud-like red patch. Then it's Mr. 
Adam's turn. He withdraws further into a white corner of the sheet: again soft, 
misty, molten. Immediately Ms. Eva's blue crayon follows - again pointed, sharp 
and with strong contours. After that Mr. Adam's red crayon searches for 
another distant corner of the sheet, but this time what he draws has somewhat 
stronger structure and contours. 
The game of colour chess allows both of them to experience intensively what is 
going on between them. The medium of colour reveals this very directly. The 
third colleague only observes and does not interfere. After about 10 minutes 
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the exercise is finished and they all discuss this process: How were the 
individual moves played? Why did Ms. Eva proceed the way she did? What 
provoked her? The soft, nebulous drawing by Mr. Adam annoyed her. That's 
why she attacked his red patch with the aggressive blue arrow. In the follow-up 
discussion, Ms. Eva explains that Mr. Adam's soft, unresisting manner has 
annoyed for a long time: it was never possible to get him to state his position 
on anything. Instead he always slid away - like a slippery jellyfish. Her hard, 
strongly contoured action (blue arrow) shows that she really wants him to take 
a stand and act clearly and strongly. Because Mr. Adam is the way he is, he 
has never done this. In every conflict debate Mr. Adam was confronted with the 
demand to take a stand, with direct argument, but he had never allowed himself 
to get involved. Eva's implicit invitation or provocation to have a direct 
confrontation and argument was subliminally present in every meeting the two 
had. Because Mr. Adam never rose to the bait or answered her, Ms. Eva 
resorted increasingly to a provocative tone - whereas Mr. Adam withdrew more 
and more as a result. 
The point of this discussion is not that we psychologise about it afterwards and 
reveal possible complexes. Here we are interested only in the process, i.e. in 
what happened move by move; what feelings, considerations and intentions 
were actually in play and how they were expressed in the use of the colours on 
the sheet. If difficulties occur in verbalisation during the follow-up discussion, 
the parties can also use gestures or mime to express their feelings: the people 
can act something out, for example, so that the "undescribable" is conveyed as 
spontaneously and directly as possible. 

4.3.1 Making Points of View Flexible 
(for all escalation stages) 

Intervention objective: Extreme and fixated points of view can be differentiated 
and thus made flexible again. This is valid for cognitively, emotionally and 
intentionally fixated points of view. 

• 

Different Procedures: 
1. Dimensionalising points of view: 

When points of view are polarised, parties often concentrate on only a few 
aspects (dimensions) of these points of view. e.g. in leadership questions 
(authoritive or co-operative): How much time does a manager require for 
performing this leadership style? 

More dimensions are then to be listed with the conflict parties, such as: 
motivation of employees, quality of performance, unsupervised work, employee 
independence, strain (stress / workload) on superiors, etc. Then an individual 
judgement can be worked out for each dimension, resulting in a differentiated 
overall conclusion. 

2. Analysing the semantic meaning of points of view: 
Often a point of view falters because certain ideas have different congnitive 
and emotional meanings. These personal meanings are expressed and 
compared; then the assessment is discussed afresh. 

3. Search for even more extreme opposing points of view: 
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Both parties (Anton and Bernd) have already assumed points of view far 
removed from each other. Dieter, the third party, asks Anton to express 
whether he can imagine an even more extreme point of view from Bernd. 
Consequently, Bernd expresses whether he could imagine having this even 
more extreme point of view. Then Bernd is asked to look for a more extreme 
point of view for Anton and Anton comments on it. From both of their 
statments, there is usually mutual softening because they recognise that 
they don't have certain extreme intentions that are occasionally insinuated 
about them by their opponent. 

source: J.W. Eiseman, Reconciling "incompatible positions". In: Journal of 
Applied Behavioral Science, vol. 14, 1978, po. 133-150. 
And for 4: F. Glasl, Konfliktmanaoement. publisher Paul Haupt, Bern/Stuttgart 
1994 

4.4 Intervention According to the Parties' Wants 

GRIT-Tactic: graduated and reciprocated intiatives in tension reduction; steps 
towards disarmament by M:Gorbatschov follow this path exactly) 
1. One party publicly declares their intent to proceed with a unilateral step in 
tension reduction, e.g. to cancel the recalling of their own embassador. 
2. The same party makes a unilateral gesture of reconciliation and, at the same 
time, invites the opposing party to do the same. 
3. Even if the opposing party doesn't react positively, the next conciliatory 
gesture follows, e.g. your own deportation notification for citizens of the other 
state are declared invalid and they are granted extended stay. If the opposing 
party reacts aggressively, a suitable -publicly announced- but clearly very 
limited measure of retaliation follows so that previous, conciliatory acts are not 
revoked. 
4. Then the next composed step to reduce tension is announced and taken. 
Experiments have shown that this procedure documents good will and yet is not 
interpreted as a sign of weakness. 

The Variant for Conflicts in Organisations is the "Small Credit 
Offer" Technique 

Think of a period of two weeks. In this time, you and the opposing party could 
do something to improve the atmosphere: 

1. What small " credit offer" would you like from the opposing party? That is, 
what could the opposing party do to give you some proof of trust? 

2. How should the opposing party unequivocally show such an offer of credit? 
The party states the manner in which the credit offer could be conveyed. The 
advisor / trainer plays the role of the devil's advocate and raises objections that 
the conflict party would raise themselves. 
"How can you be sure that it isn't a trap? Aren't you giving more than the 
opposing party is?" 
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3. What sort of "small credit offer" can you make to the opposing party? 

4. In what manner should you convey this so that the danger of 
misunderstanding is minimalized? 

5. For which of your possible credit offers could you waive the guarantee 
conditions for the duration of the nominated period, if instead it is agreed that 
the effects of the credit offer will be checked at the end of this time period? 

6. After a similar conversation with the other party, the advisor / trainer ensures 
that the exchange results in no futher conditions. 

(from Konfliktmanaoement, Friedrich Glasl, publisher: Freies Geistesleben, 
Stuttgart) 

4.5 Behaviour-oriented Intervention 

In seriously escalated conflicts, uncontrolled, destructive behaviour often 
arises. One possibility of achieving more co-operative behaviour is the "role 
negotiations" technique. Here, each person reflects on the other (opposing 
party) and informs the other what they desire in concrete behaviour from them. 
It is important here that no discussion about "right" and "wrong" is allowed and 
that only their desires / wants are noted. Then the conflict parties agree on 
several points that they will change in their behaviour. 

4.6 issue-related Intervention 

Techniques: 
Stock-taking of issues (conflict map, issue matrix) 
Issue consensus (to agree to disagree) Which issues do all conflict parties 
agree have to be resolved or present a problem? 

4.7 Conflict Party-related Interventions 

These are ways to intervene in order to strengthen a party's identity or to 
develop an "we" feeling. These techniques are, however, not directed at 
fighting a common opponent. 

Techniques related to the parties are those suitable for 
_ signalising existing problems 
_ managing decision, communication and leadership problems better 
_ managing internal conflicts better 

£ further training in team development, communication, group dynamics 
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4.8 Strategy Models for Dealing with Conflict 

Moderation 
Here a moderator accompanies the conflict parties in the search for a 
resolution. They do not give any input but are merely the neutral third party. 
Moderation is suitable for conflicts up to the second or even up to the third 
escalation stage. 

Process Facilitating 
Process facilitating provides contributions on conflict objects, course of conflict, 
etc. The process facilitator mirrors the conflict participants, their behaviour, etc. 
Suggestions for conflict resolution are made. Deeper psychological 
mechanisms are not touched upon. Suitable for conflicts up to the fourth, 
sometimes also the fifth stage of escalation. 

Socio-therapeutic Process Facilitator 
Here therapeutic intervention is called for. Neurotic structures and dynamics 
have to be realized and resolved. Suitable for conflicts at the fifth stage of 
escalation. 

Mediation 
In mediation, the mediator, as a neutral third party, aims at developing a 
compromise with the conflict parties which is to be supported by all. Suitable 
for conflicts at the sixth and sometimes seventh stage of escalation. 

Arbitration Proceedings 
When mediation breaks down, an arbitrator decides how the conflict should be 
resolved based on their own judgement. The parties merely provide items and 
scope of conflict, etc. For conflicts at stages seven to eight. 

Intervention by Force 
For intervention by force, an authority can make a conflict resolution prevail 
against the will of those concerned. This strategy is especially appropriate for 
conflicts at the highest escalation level. 

(from Konfliktmanaaement. Friedrich Glasl, publisher: Freies Geistesleben, 
Stuttgart) 

5. Further Interventions 

5.1 Golden Moments -"Michael and the Dragon" 

(escalation stages 4 and 5, socio-therapeutic process facilitator) 

Objective of intervention: When a conflict reaches the fourth or fifth degree of 
escalation, the parties require a great effort to see any positive qualities, good 
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intentions or attitudes in their opponent. They only concentrate on the negative 
characteristics. 
The following techniques enable the parties to do something for themselves -
without the opposing party being present- to break through their own restricted 
perception (which is mostly negative). 

Technique Steps: 

1. Think of an incident in a very, very intensive conflict that contributed to 
considerable escalation of the conflict. 
2. Now choose a few moments from this incident where the opponent didn't 
react exclusively with negative attitudes and impulses but where you could see 
that they were making an effort to control their anger or fury. In other words, 
where they in some way or another followed their conscience. 
3. Now, concretely describe as many details as possible of how your opponent 
behaved at this moment, including the room, the tempurature, their voice, the 
light, colour, etc. everything as exactly as possible. 
4. Think of another moment like this (like 2) and describe it. 
5. Take all the good intentions and efforts visible at these moments and make 
A SINGLE PERSON from them: a fairy-tale character, a hero from a saga or 
someone that is a personification of these good characteristics. Now, take all 
the visible negative characteristics or attitudes and make a second figure that 
is also a personification of these characteristics in the form of another fairy-tale 
character, etc. 
6. Now let these two relate to each other, lead a conversation, experience an 
adventure, where these figures interact. Make a short story out of it. This story 
doesn't need to have an end. 

(from: Konfliktmanaqement. Friedrich Glasl, Paul Haupt-publisher, Bern / 
Stuttgart 1994) 

5.2 Overcoming Conditioned (unconscious) Reactions 
(escalation stages 3 to 6) 

Objective of intervention: To discover how we unconsciously react to "stimulus 
behaviour" from the opposing party. We can discover different behaviour 
alternatives from this and so we can react more consciously and bring our own 
behaviour under better conscious control. This means "de-conditioning". 

Procedure: 
Think of a conflict in which you were really aggravated by your opposing party. 
Your partner was like "a red rag to a bull" so that you reacted spontaneously 
without thinking much about it (conditioned reaction). 

1. Roughly sketch the conflict for your practice partner: The most important 
issues, opponent's characteristics. 
2. Now, exactly describe a few small incidents in which you were treated in 
such a way by your opponent that you "didn't have any choice but to...". 
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3. Which types of behaviour (way of speaking, looking, gesturing, facial 
expression, etc) in particular have this conditioned effect on you? 
4. How do you feel in such a situation? Describe or show these feelings 
exactly. 
5. What behaviour does this provoke in you? How does it effect you 
emotionally? Describe or show this exactly. 
6. With hindsight, what could you have done differently? What impression does 
this give you of your problem in relation to your opponent? What isn't working? 
7. What behavioural alternatives would have been better? Describe this as 
concretely as possible, or better still show this too. 
8. Finally: In what way did your own inability provoke or trigger exactly the 
behaviour in your opponent that causes you so many problems? What could 
you yourself do to no longer "provoke" your opponent so much? 

It is your practise partner's task to press you for concrete and precise answers 
when you give vague or general answers. 

(from: Konfliktmanaqement. Friedrich Glasl, Paul Haupt-publisher, Bern / 
Stuttgart 1994) 

5.3 We Laugh at Fear! 
(escalation stages 3 to 6) 

Objective of this technique: The conflict parties present such fears that block 
them or hold them back and they overcome them with their own strength. An 
important (simple and low-risk) socio-therapeutic process facilitation technique. 
Also helpful for the helpers themselves... 

Procedure: 
1. Think back to concrete conflict situations where you had problems 
functioning because you felt threatened, attacked, trapped, powerless or so 
uncontrolled that you functioned well below your capability level as a result. 
The conflict reduced your person and capabilities. Choose the worst (concrete) 
situation for the next step. 
2. Relate this episode to the group members as vividly and graphically as 
possible. Describe everything so that the group members see the scene in front 
of them as if they were at the theatre. 
3. "How I feel inside!" Now describe to your group members as vividly and 
graphically as at all possible where your fears really hit home (in your body): 
Where do you feel tension, pressure, confusion, insecurity, fury in such 
situations? How do you experience these emotions within you - show it. ("my 
throat tightens....! get blurred vision My shoulder tenses....") 
4. "How I function": Show how you function. "I stutter like this.... I squirm in my 
seat nervously like this....I talk nonsense like ").Describe or present the 
external behaviour that is then your problem. 
5. "We exaggerate problematic behaviour (4) to the absurd": Ask yourself and 
the others to exaggerate the problematic behaviour as much as possible: very 
extreme, very absurd, very silly - then it's just right. If you start to stutter, then 
conduct a stutter show to get yourself in the Guiness Book of Records! If you 
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feel small, hide yourself in all possible corners of the room! The other group 
members make other such exaggerations, too. It is only important that you find 
everything absurd and silly, that you (and the others) break out in hearty 
laughter. If no-one laughs, you haven't exaggerated it enough. You are afraid 
of making a fool of yourself... 
6. Now, discuss what you experienced. 

source: Viktor Frankl, Theorie und Therapie der Neurosen. Munich / basel 
1975. 

5.4 Role Negotiations according to Roger Harrison 
(escalation stages 3 to 6) 

Objective of intervention: Alteration in conflict behaviour without having to go 
into deeper aspects of personalities or groups. Concrete arrangements that can 
be correlated are obtained based on equality. 

Procedure: 
For example three conflict parties, Anton, Bernd and Christine, want to improve 
their behaviour towards each other. This occurs in the following way: 

1. Anton writes which real behaviour changes he desires from Bernd on a piece 
of paper (see appendix). Important: no generalizations, no attitudes, but 
describing visible, concrete behaviour. 
He does the same on another piece of paper about Christine. At the same 
time, Bernd and Christine proceed with each of the other colleagues in the 
exact same manner. 

2. Anton, Bernd and Christine now exchange pieces of paper among one 
another. First, they read them through, then think about how they want to 
react to the others' wishes. 

3. Now bilateral negotiations start. Anton and Bernd begin. It is a process of 
give and take. If Anton agrees to one of Bernd's wishes, Bernd has to agree 
to one of Anton's. If necessary, the wishes are specified more exactly. It's all 
about concrete behaviour! 
In this round, Christine is an observer and facilitator: she intervenes when 
there is no more mutual give and take between Anton and Bernd, e.g. Anton 
only makes demands but won't make any concessions himself. 
Each negotiation round is closed with exact commitments and initialled by 
both where possible. Both agree on a date to check the agreement. 

4. Now Bernd and Christine negotiate and Anton is in charge. 
5. Finally, Christine and Anton negotiate and Bernd observes and intervenes 
where necessary. 

source: Roger Harrison, Role negotiation: A tough minded approach to team 
development. ln:W.Burke / H. Homstein (eds.). The social technology of 
organisation development. Washington 1971 
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Conflict analysis - creative questions - (for people who can / want to work 
more holistically, figuratively and creatively with the left half of the brain) 

1. Try to find a title for your conflict! Imagine that your conflict is the content of 
a book or a film. 
The title should say as much as possible: 

2. Try to write down your conflict in one sentence! 

3. Try to find ten key words that characterise your conflict concisely. 
JL 
2. 
3. 
4. 
5. 

8. 

10. 
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4. Use this piece of paper to make a note of all the factors you can think of that 
a) could help in managing the conflict and b) could have more of a hindering 
effect. 
Factors could include: actual circumstances, people, etc. 

helping factors hindering factors 

5. Now draw your conflict: you know what they say: a picture says a thousand 
words. Often we are not in a position to exactly describe what we experience 
and feel. This is much more easily expressed in a picture. You don't have to be 
an artist to do it, either. Merely try to express your feelings. 

First draw yourself as a person. Then all the other people that are involved in 
the conflict. Finally, allocate a speech bubble to each person (like in a comic 
book) in which each says a sentence that resolves or is related to the conflict. 

6. Conflict Management in the Form of Process 
Facilitating 

It is important, for the observer as well as for the conflict participants, to 
understand conflict management as a process. It is not possible and not 
important to see through a conflict as quickly and comprehensively as possible. 
It is enough when the observer / participants approach the conflict and its 
causes step by step and react to the recognisable conflict phenomena and 
potentials. It is also important not to want to take measures too quickly to 
contain and eliminate the conflict. It is always useful to obtain clarity about the 
situation first. Every diagnosis procedure (e.g. creating a conflict atlas together, 
interviewing individual conflict parties already has an influence on what 
happens. 

The aim of process-facilitating conflict management is to get each participant to 
recognise their share in the conflict (factors within the individual) and to have 
organisational or social conflict factors recognised. Each participant should find 
ways or alternative types of behaviour that enable constructive team work. 

*V 
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6.1 Four Levels of Communication 
"All communication has a content and a relationship aspect, in such a way that 
the latter covers the former." (Paul Watzlawik) 

Often, when discussions get heated, the people involved say to each other: 
"Let's be objective about this and tackle this logically." Why does this often not 
work although all participants believe it to be the best thing to do? The answer 
is that we human beings are not only logically-oriented creatures but that we 
communicate on an emotional and relational level. We do this even more 
strongly the more we avoid it (the more we avoid aggression, the more it 
accumulates inside and the more violent is the outbreak which at some stage is 
no longer containable). 

The better and more constructive way to deal with conflicts, differences of 
opinion and aggression is the following: 

We know that we not only communicate on a rational level but also on an 
emotional and relaitonal level. We perceive our communication, and that of 
others, entirely and can react to it consciously on all levels. We do not evaluate 
expressions of feeling during the argument negatively but understand them as 
indications that the other is annoyed, angry, furious, etc: We try to find out why 
the other party reacts to us in a certain manner. The other party feels they are, 
therefore, taken seriously and is more favourably disposed to a constructive 
conflict resolution. 

The following presents a breakdown of human communication that has proven 
to be especially helpful for resolving conflicts between employees, in teams 
and organisations. 

1. Content Level 
The content level is the part of communication that is obvious at first sight. 
Most people assume that conflicts and differences of opinion occur at this level. 
This is why it is often tried to resolve a conflict at this level. 
Examples: 
_ a project timetable is not adhered to 
_ two colleagues have different ideas about the handling of orders 
_ a superior doesn't agree with the way an employee is working 
_ a client is angry with a contractor because they delivered unsatisactory 
goods. 

2. Rules of Procedure Level 
Communication on a rules of procedure (RP) level means that the parties are in 
the process of negotiating who has the higher or lower position (formal and 
informal positions are not the samel); that a conference team defines a 
moderator, they agree to specific rules, etc. Conflicts can occur when the 
participants do not agree on certain RPs or when they do not agree with RPs 
stipulated. Often there are conflicts in projects when responsibilities are not 
clearly defined. 

3. Process Level 

sT ^ 
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Processes in this sense are actions, expressions, patterns of communication 
through which the participants feel sympathy or antipathy, for example, but also 
act out competition or power struggles. The clanger in this is not that there is 
sympathy and competition but that the participants are not aware of these 
influencing factors and they are denied, when mentioned. This makes it so 
difficult to get to the point, to make the real argument the subject, in such a 
conflict. Frequently, conflicts rational been drawn out over years because the 
argument was constantly conducted on the content level and an agreement 
could never be reached. The actual subject was always avoided. The conflict 
parties have a tendency still to find rational arguments for the conflict when the 
process level is addressed. Here, resistance to arguing on the process level is 
the greater hindering factor than the subject of the argument itself. 

4. The Unconscious 
Frequently, the person opposite arouses memories of other people in us and 
we are not aware of it. Then we react to this person as if they were the one 
they remind us of and force them into a role that they probably don't even want 
to play. We "project" our inner pictures and our previous experience onto this 
person. If the person opposite does the same thing with us, the confusion is 
complete. Now there are in fact four people (or even more!) involved in the 
conversation although there are only two people present. The conflict can only 
be successfully resolved if the conflict partners become aware of their 
projections and make the effort to recognise who the person opposite is. This 
manner of conflict resolution is especially difficult because projections are 
frequently associated with negative experiences for the participants (pain, 
disappointment, defeat). 

6.2 The Four Levels of a Systems Conflict Resolution 

The systemic conflict management approach, applied to organisations, 
considers four process levels that have to be observed "overlapping each 
other", as it were: 
_ individual events 
Collect only individual events that you have recently observed. Resist the 
temptation to seek quick solutions based on these events. 
_ patterns of behaviour 
Create relationships between the seemingly unconnected events. Dig up key 
factors. It may be necessary to think back three or four years. 
_ system connections 
Put the discovered behaviour patterns into logical and chronological order 
(loops, flow charts, etc). Possibly, you'll suddenly find a closed system that 
was produced at some stage by one or more events and has reinforced itself in 
the meantime. 
_ dogmas 
Now find out what your dogmas are that "keeps the conflict running" and 
possibly even reinforce it permanently. When you have defined these, clearly 
determine the effects of these dogmas again. Now you have the possibility of 
examining whether you want to keep or change these dogmas. The next step -
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making the corresponding changes in your behaviour, or in your organisation -
will happen almost automatically. 

The mistake often made in organisations is that individual events (e.g. turnover 
figures are dropping, delivery times are too long) are "observed" or recognised 
and, as a result, individual measures are taken to get the problem under 
control. They are working on the first level. But one can only achieve really far-
reaching changes when one knows the "root of all evil". It doesn't reveal itself 
through correct observation of individual events alone, but through recognising 
systemic connections. 

Taken from: 
"Systems Thinking: A Language for Learning and Acting: The Innovation 
Associates Systems Thinking Course Workbood C1992, Framingham, Mann.: 
Innovation Assocaites". 

6.3 Study your own Background 

1st Step: The problem is 
Describe the problems in your organisation 
Begin the sentence with 'The problem is..." 
Pay attention to the following: 
_ The issue should be important to you and your organisation. Don't make a 

scientific study of it, choose the issues that are important to you and that 
you would like to change 

_ Choose a conflict that occurs again and again or that has occured for some 
time 

_ Choose a conflict that is generally well-known and that you can describe 
_ It is sufficient to present your subjective point of view 
_ Describe the conflict as exactly as possible. Resist the temptation the gloss 

over the conflict or to think along the lines of a solution. Systemic thinking is 
a process of discovery and diagnosis. 

_ Stick to the facts. Use neutral parties, if available, to add their point of view 
to the diagnosis 

_ Don't think about all possible solutions at this stage. All you know is that the 
solution is not easy to find, otherwise you would have found it a long time 
ago 

_ As far as possible, don't evaluate the conflict. Describe it factually, as an 
observer. Don't accuse yourself or other parties. 

2nd Step: Tell your story 
The next step is to bring the connections on which the problem is based to the 
surface. This can be a good learning process, especially for teams. Find out 
whether there are always recurring patterns of behaviour or even stimulus-
reaction patterns. Give your conflict a name, a theme. You can apply very good 
projective methods here, i.e. the name of your conflict can be a film, a play, 
poem or painting. Fairytales and myths are allowed too. Or write a story 
yourself; paint a picture where you exaggerate the characters. Often it 
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becomes a "never ending story", just like you've been playing the same game 
for a long time in reality without getting anywhere. 
Discuss the theme you have found with observers of the the conflict, obtain 
opinions about it. Test it in reality, i.e. seek proof for and to the contrary. Take 
time for this phase, allow yourself, in your own interest, to rewrite the story 
again and again. 

The objective of this phase is: 
_ to get to the bottom of things, to dig up theories and hypotheses made by 

participants and observers about possible causes 
_ to recognise the scope of the conflict 
_ to investigate the conflict participants' different perspectives 
_ to make a preliminary compilation of a few key factors 

taken from: The Fifth Discipline Fieldbook, Peter Senge, Currency Doubleday 
New York amongst others 

6.4 Rules for Resource-Oriented Feedback in the Team 

Feedback - Team in Operation 
Growth-(resource) oriented feedback 
_ I observed 
_ I liked 
_ What I didn't find so good was 
_ I would like you to 
_ My advice to you is 

Giving Feedback 
_ feedback should be concrete 
_ check that feedback is received correctly 
_ give appropriate feedback 
_ check own motives for giving feedback 
_ choose a favourable moment 
_ test readiness of receiver 

Receiving Feedback 
_ request feedback 
_ make your own reaction known 
_ say stop in time 
_ check the meaning for yourself 
_ request concrete information 
_ don't defend yourself or argue 

listen to and accept feedback 

/£V~ 
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Feedback Questionnaire 

As a service-oriented company, we constantly strive to adapt our product to the demands of our 
clients. This feedback questionnare gives us the opportunity to ensure that our product undergoes 
constant improvement. Thank you for your effort. 

What do you think about the general usefulness 
of the topic ? 

useless 

• • • • 

very useful 

• 

How did our training methods compare with your expectations 
regarding ... 

... the content of the training? 

... the presentation skills of the trainer 
and the presentation itself? 

... the motivation and competence of the trainer 
concerning your questions and suggestions ? 

... the seminar handouts ? 

... the exercises ? 

... the learning aims you set yourself ? 

... the applicability for your every-day-working life ? 

... the training centre ? 

far below 
expectations 

• 

• 

D 

• 

• • 

• 

far above 
expectations 

• 

• 

• • • D • 
• • • • • 
• D • • • 
• • D • • 
D • • • • 
D • • • • 

Why were your expectations exceeded ?. 

Why were your expactations not fulfilled ?. 

Which other topics would you have liked to cover ?_ 

How would you rate our training on a scale 
of 1 to 5 ? (1= very good, 5= not acceptable) 

Would you recommend this seminar ? 

5 1 

• 
yes 

• • 
no 

• D 

D • 
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