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"Work with Me! is an excellent tool to use in resolving workplace dissention. This book prepares the reader with a step-by-step process that really works! Using Scott's Emotion-Reason-Intuition (ERI) model to diffuse and resolve conflict  ensures  that  each  person's needs are met.As a trained conflict resolution mediator, I recommend Work with Me!"


Francie Koehler, criminal defense specialist,

Special Circumstances



"Gini Graham Scott writes in a clear, professional style without sacrificing interest. She explains  the  processes  of her  model with­ out jargon, illustrating them with numerous common workplace conflicts. I recommend Work with Me! as a good resource tool for managing conflict in work settings."


Jim Garrison, Publications Coordinator,

Community Boards, San Francisco



"As an organization consultant who specializes in reducing work­ place conflict, I found that Work with Me! contains many useful con­ flict management techniques plus a good overall framework  in  the ERI model."


Michael H. Smith, Ph.D.



"I found Work with Me! quite enlightening for my own business prac­ tices as a private investigator dealing with the diversity and complex­ ity of information and people."


Sam Brown, The Sam Brown Group, Inc.



"Gini Graham Scott's ERI model not only is a practical method for resolving conflicts, it also is easy for anyone to apply. As a conflict mediator and executive coach, I highly recommend this book to all managers and teams."


Marilyn Manning, Ph.D., author of Leadership Skills for Women

and One-Stop Guide to Workshops












"Work with Me! is a hands-on guide that can help any manager in any business. Every manager wants to have a positive atmosphere in the workplace, and this approach to resolving conflict is a great way to achieve it."


Dale Marie Golden, Assistant Vice President and Branch Manager, Wells Fargo Bank



"As an executive speech coach, I find the methods and techniques in Vvork with Me! valuable for recommending to my clients, who often have to deal with conflicts as the heads or managers of large compa­ nies.The discussion of how to deal with difficult people and the ideas for coming up with alternative solutions to resolve conflict are espe­ cially useful."


Brenda Besdansky, Speakers World
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Difficult situations, which include conflicts, come up naturally and inevitably in every workplace and organization. They happen because people have different interests, goals, and priorities, or because resources are limited, or because there are communication problems, power struggles, mistaken perceptions and assumptions, and personality clashes. They also happen because some people are sim­ ply difficult to work with.

v¼rk with Me! presents a new model for helping you solve prob­ lems and create a more satisfying work environment. Whatever your role at work-whether you are a company owner, a manager, a super­ visor, or another kind of employee—you can use the techniques in this book to deal with all kinds of conflict between individuals and within groups.

This powerful, comprehensive method and the three-step model behind it are unique in that first they show you how to deal with the emotional fallout of conflict, and then they help you assess the con­ tributing factors so that you can determine the best strategies for solution, by drawing on your faculties of reason and intuition. I call this approach the Emotion-Reason-Intuition, or ERI, model of resolv­ ing conflict, and I have been developing and refining it for more than a decade.

xv
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Use of the ERi model begins with steps that are intended to calm the emotions in the situation-your own or those of anyone else involved. Then you use reason to assess, understand, and evaluate the situation and the personalities caught up in it. (For example, instead of assuming that the problem is solved after you have cooled down an interpersonal flare-up, you may need to make a change in the organization itself: Does the interpersonal conflict have an underly­ ing cause-perhaps a problem with the organization's structure, poli­ cies, or procedures?) Next, you use intuition to think of possible solu­ tions and alternatives. Finally, you turn again to reason, in order to evaluate the possibilities for solution, and to intuition, in order to choose your eventual response to the difficult situation. Along the way, you use specific techniques for dealing with particular types of difficulties.

It may seem as if the ERi model calls for linear application of separate processes, but in reality its elements constitute a seamless, integrated whole whose elements you can draw on as you would draw on a repertoire of skills, using what is needed in particular sit­ uations. If you want to use the ERi model to solve an assortment of current problems, you will need to decide which problems should be addressed first. If there are just one or two, you can tackle them right away. When there are more, however, you will have to set priorities because you cannot deal effectively with more than one or two situ­ ations at a time.

To help you address and resolve difficult situations in your work environment, this book's introductory chapter (Chapter 1) presents an overview of the ERi model. The two chapters that follow in Part 1 discuss emotional barriers (Chapter 2) and communication prob­ lems (Chapter 3).

The four chapters in Part 2 help you use your reason to assess dif­ ficult situations. Chapter 4 shows you how to perceive organizational and political factors that may be contributing to difficulties, as well as how to recognize individual interests, wants, and needs and take them into account as you work toward your goals. Chapter 5 is a primer of sorts for working with difficult people. Chapter 6 shows you how to assess your characteristic style of handling conflict and, as necessary, choose others that are appropriate to various situations. Chapter 7 teaches you skills for negotiating.

PREFACE XVll
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The two chapters in Part 3 focus on using intuition, alone and in combination with reason. Chapter 8 helps you brainstorm alterna­ tives for solving problems, and Chapter 9 shows you techniques for visualizing solutions.

Many experiences have contributed to the writing of this book. Chief among them has been my use of the Emotion-Reason­ Intuition model in my own consulting work. I have made the ERi model available to hundreds of people in their attempts to solve workplace problems, and I can tell you that the model gets results. This book shows you how you can apply it in resolving your own workplace conflicts, whatever your position or type of organization.
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This book wouldn't have been possible without the input of the hundreds of people who shared their conflicts and how they worked on resolving them. Also, I gained insights from various programs I attended through many organizations that help in resolving conflicts, including Community Boards of San Francisco, the Society of Professionals in Dispute Resolution, the Northern California Coun­ cil for Conflict Mediation, the Bay Area Organizational Development Network, and the Support Center for Nonprofit Management.

In addition, my special thanks to Community Boards of San Francisco, where I first learned about conflict resolution in the late 1980s when I participated as a volunteer panelist dealing with neigh­ borhood disputes and went through a number of training programs to learn these skills.

xix
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CHAPTER 1

Preparing to Work with Difficult Situations

Uing the Emotion-Reason-Intuition, or ERI, model is a goal­ oriented problem-solving process.At the very minimum, you can use

the ERI model to shape your own behavior—and the more power and influence you have, the more you can accomplish, from working out a resolution with another party to finding a solution that affects a work team or the organization as a whole. Even in a situation where you can't work out an acceptable resolution, the ERI model can help you decide that the best option is to walk away ay, by taking a leave of absence, or even by leaving the organization-if you don't have the power to bring about changes in the behavior of other people. In most cases, however, the ERI model will help you find effective and creative alternatives for solving problems.

Situations involving workplace conflict can become especially tense and difficult to handle because walking away is often not an option: the conflict occurs between people who have to interact in ongoing relationships. Confusion can build, hostility can escalate, and other negative emotions can intensify. Meanwhile, in the early stages, the parties involved may want to ignore the problem in the hope that

––––––––

[image: ]


1

it will go away. And it may-until, as often happens, the hidden ten­ sion explodes into something worse.

Even a simple incident, as when one employee feels slighted when a co-worker doesn't show much interest in her new outfit, can escalate unexpectedly—say, if the seemingly uninterested employee is angry that this show-off colleague doesn't do enough serious work and so doesn't deserve any extra recognition. When two people have to con­ tinue working together, this type of feeling is often left unexpressed and may even be repressed; its existence is only hinted at by an  unspo­ ken chilliness that exists between the two, as in the following case.

[image: image]


In a city prosecutor's office, an escalating conflict over radically different styles of work had brought Don and Julie, two assistant district attorneys, to the point of mutual hatred. Don was gener­ ally calm, laid back, and disorganized. His side of the office that he shared with Julie was piled high with  files-a  sign  of his casual approach. He would often meet a friend for a long lunch and then work frantically to catch up.Julie, by contrast, was rigid, highly disciplined, controlling, and aggressive. She liked every­ thing in its place, and so she kept her side of the office as neat as a pin and accomplished her work according to a weekly sched­ ule. For several months the unexpressed tension between them had been growing. Because they worked independently, how­ ever, they said little to each other and steamed in silence.

Their conflict rapidly came to a boil when Lois, a student intern, came to work for both of them, and they discovered that they had very different ideas about what she should do and when she should do it. This discovery came about after Don put Lois to work on several of his cases and then left for a two-week vaca­ tion.With Don gone,Julie pulled Lois offDon's cases and put her to work on her own. Several days later, Don phoned in for a progress report on the work he had ;:.ssigned to Lois. When she told him what Julie had done, he was furious.

Don returned from vacation, and Lois found herself caught in an acrimonious tug-of-war. Don and Julie took turns criticizing
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each other to her.The two of them griped and sniped for the two months that remained of Lois's internship, and the work of all three suffered from the high level of stress and tension. Don, feeling helpless to do anything about solving the problem, even­ tually requested and got a transfer to another department.



Holding down feelings to keep the focus on work does often maintain calm in the workplace and give antagonisms time to fade. When minor problems start to escalate, however, it's important to address the source of the problem. It's necessary to intervene, helping the individuals  in  conflict  and the workplace  as a whole promote both personal satisfaction and productivity. And occasionally, as in the case of Don and Julie, it may be best if someone leaves or a more sys­ temic reorganization is done to eliminate  the problem  by  changing the work environment—say, by reassigning the antagonists to differ­ ent divisions, or at least to diffwerent work areas.
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KNOWING WHEN TO USE THE ERi MODEL
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The ERi model offers a clear lens through which to view difficult situations. Once you yourself have achieved the necessary calm detachment, you are more able to  detect and cool down the emotions of others, analyze the problem, and assess what to do-drawing, as necessary, on your intuition in your efforts to help. The  following three examples show managers and employees in various difficult sit­ uations to which the ERi model could be applied.
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For Jim, supervisor of the sales division at a software design com­ pany, the conflict centered on a personality clash between two employees.They fought over job responsibilities, and Jim believed that they were trying to sabotage each other. One of them com­ plained about missing phone messages and suspected the other of taking them; rumors were circulating about the other employee. Sometimes Jim felt an odd tension, as when he would pass a small group of employees having a conversation, and an uncomfortable silence would descend.






The antagonism between these two employees not only was affecting them, but it also was leading to delays and causing a decline in the sales division's productivity. Jim wasn't sure whether to discuss the problem with the whole department, talk individually with the two employees in turn, fire one of them, or wait and hope for the conflict to work itself out.



––––––––
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Judy was an administrative assistant in a small advertising agency. She liked her job and had developed a friendly relationship with her boss, Doris, an account executive. From time to time the two shared personal information and did small off-the-job favors for each other.

Judy's problem started when Doris went on  maternity  leave. Doris had already been out of the office for a few weeks when, ready to have her baby, she phoned Judy: her parents, she said, were in a nearby hotel; would Judy drive them to the hospital? Judy declined, explaining that she had another commitment.

After that, everything changed. When Doris returned to work, Judy noticed an  unusual distance  between  them. She continued to do small favors for Doris, but Doris now said she was too busy to reciprocate in the old way. Doris also refused Judy's request to use an empty conference room for a meeting with two out-of­ town friends during  the lunch  hour, a favor that Doris would have been quick to grant before.

Judy was disappointed that  what  had  been  a  good  relation­ ship was suddenly  different. She also felt some guilt over hav­ ing turned Doris down, as well as resentment that Doris had expected her to do more than was possible. What was even more significant, though, is that Judy felt trapped: Doris was her boss and had the power to redefine their relationship.

Judy wondered what she should do. Say something? If so, what? Keep quiet and hope the problem would blow over? Quit before things got worse? Were there better alternatives?
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Nancy, a management consultant, had problems with a fellow consultant, Joe, who had helped her establish her business and continued to give her advice as a mentor, as well as recommend clients to her. After Joe shared some personal information with Nancy, she mistakenly mentioned it to someone else, who then commented about it to Joe.

Joe was furious that Nancy had shared this information. He called her up, yelled at her, and then slammed down the receiver. When Nancy tried to call him back to apologize,Joe wouldn't take her call. When she wrote to explain how sorry she was, her letter came back marked "Return to sender." Nancy soon discovered that Joe was spreading stories about her, suggesting that she was incompetent in her work and that she had an intimate relation­ ship with a client (an allegation that wasn't true).

[image: image]

Nancy was upset about her lost friendship with Joe as well as the lost business from referrals, and she felt guilty about causing the breach by her own indiscretion. But she was also hurt by Joe's slanderous remarks that could damage her business and wasn't sure what to do.



USING THE ERi MODEL TO MANAGE AND RESOLVE CONFLICT

The  people in all three examples  had two things in common: uncer­ tainty about how to approach a work-related conflict, and negative feel­ ings (anger, frustration, bitterness, guilt, confusion, resentment) that were a result of the conflict. Added to their negative feelings and uncertainty was the fear of making the wrong decision. How did the people in these examples use the ERi model?
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To solve the problem in his sales group,Jim turned to open com­ munication, squarely facing the problem with the employees






involved and then strateg1zmg the best approach. He had no strong personal feelings about the problem, but he sensed that the two employees involved in the conflict did.Therefore, he focused on working with their emotions (the E phase of the ERI model). He took some time to determine whether the employees might benefit from expressing their feelings openly to each other, or whether they might prefer to express their feelings to him alone.

In order to make this determination, he talked with the employ­ ees separately, to let them know that he was aware of the conflict and to  get  a sense of  their feelings. While  talking  with  them, he evaluated the situation (the R phase of the ERI model) and considered alternatives (the I phase of the ERI  model)  in an effort to decide on  the best approach  (a combination  of the R and I phases of the ERI model). Jim  then let both employees know that he would  tolerate no further actions on  either one's part (actions such as not passing messages on and spreading rumors) that could sabotage the effectiveness of the sales group.

Jim monitored the situation for several days, to see if it would resolve itself. It did. The employee whose messages had been missing began to get them, and the rumors about the other employee stopped. Apparently Jim had made his point: they real­ ized that their jobs were on  the line now that Jim was aware of the situation.

Jim decided that he didn't need to bring the two employees together for a face-to-face confrontation, a meeting he felt it best to avoid, fearing that it could lead to an emotional explosion of charges and countercharges and make the working environment even more hostile. Instead, relying on indirection, he gave the two employees involved in the conflict an  opportunity  to express their feelings about each other in a safe, supportive environment: to him alone. (In many work situations, a more open discussion between the parties involved in a conflict might resolve deeper issues and result in a closer working relationship. In this case, the two employees worked in the same office but were not otherwise working together, and so Jim's more individualized approach was appropriate.)

Thereafter, the two employees were able to  work effectively in the more neutral environment that Jim had created. Each of them







also knew that further disruptions could mean dismissal. Over time, the rift between them healed, with neither one losing face.
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Judy, the administrative assistant in the advertising agency, found a way to resolve the conflict in her too-personal relationship with Doris. First she got control of her anger toward Doris (the E phase) by recognizing that Doris was her boss and, as such, had more power in the relationship (the R phase).Then, as she looked more closely at the dynamics of the situation  (R), she realized that her highest priority was keeping her job; therefore, she wanted to avoid an open confrontation with Doris. She also rec­ ognized  that the primary source of the tension between herself and Doris was the imbalance entailed in the exchange of personal favors: because Doris had more power,Judy, by asking for favors, opened herself to the possibility that Doris might ask for dispro­ portionately more in return.

Judy, combining reason and intuition (the I phase), realized that it would be best, if she wanted to keep her job, to let the situa­ tion cool down, be diplomatic and outwardly friendly, and con­ tinue working, as if nothing had happened. She also decided to pull back from her off-the-job friendship with Doris and to stop exchanging personal favors with her, thereby reducing the poten­ tial for conflict, since the exchange could never be equal.

As a result,Judy's relationship with Doris improved at work.With the elimination of off-the-job contact and conflict, a more neu­ tral working environment was restored, one that was more com­ fortable for each of them.



[image: image]


Nancy, by getting a grip on her own raging emotions (the E phase) and making a rational determination of what to do (the R and I phases), was able to resolve, at least for herself, what had become a very uncollegial  relationship with a colleague. Her






efforts to make direct contact with Joe had been rejected; there­ fore, she reasoned, Joe was probably still angry and hurt about what had happened.

Nancy concluded that she had two choices. One was to accept the split with Joe, overcome her own lingering feelings of hurt and anger, and, without taking legal action, counteract the rumors he had been spreading about her that were damaging her business. The other choice was to find a way of healing the rift and overcoming the bad feelings on both sides by using someone they both knew as a go-between, since Joe was refusing to have any direct contact with her; this mediator might be able to per­ suade Joe to listen to Nancy and accept her apology, and they might then be able to renew what had once been a good work­ ing relationship.

[image: image]

After much thought, Nancy chose the first alternative and left it up to Joe to initiate further contact with her: she felt that she had already made an honest effort to heal the breach, and that further efforts should be up to him.Accordingly, Nancy worked on heal­ ing her wounded feelings and overcoming any damaging remarks that might hurt her business. As a result, she finally gained a sense of release and improved her ability to  compete for clients, while at the same time she remained receptive to the possibility of a future relationship with Joe.



As the three preceding examples illustrate, difficult situations can be handled quickly and effectively when the right approach is used. The "right" approach usually involves techniques for managing con­ flict by reducing or avoiding it, and conflict resolution can help the people involved to develop better relationships.
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