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The Elements of Group Success

1) Agreed Upon Values
2) Agreed Upon Vision
3) Clear and Specific Process Plan 
4) Fair Collaboration Principles 
5) Mutual Reliance, Consideration, and 

Appreciation



Conflict
When someone insists that they are right and you ar e wrong.”



The Typical Negotiation:



The Intersection of Logic & Emotion
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The “Attack – Justify – Blame” Cycle

© Unknown at this time



Conflict Systems Thinking
The Ladder of Personal Inference

(The 7 rungs are read from bottom to top)

7. Finally, we take actions based on those beliefs
6. We then adopt beliefs about the situation
5. We then draw conclusions
4. We then make assumptions
3. We then add our own meaning to our partial selections
2. We select only some of the data we observe
1. All observable data 

Peter 
Senge

We process information selectively.  This can lead to “confirmation 
bias,” the undermining of data that is inconsistent with our 
preexisting mindset.  It also creates the tendency to “overvalue” our 
position.  The best decisions are made when we explore all of the 
data and the interrelationships between the issues.



Problem Solving Styles

1 2 3 4 5 6 7

Avoidant Compromising Aggressive



Understanding & Managing Differing Views
Perceived Differences

Scarce Resources
Inaccurate 
Information

Unfulfilled Needs
Power Struggles

SUCCESS

POSITIONS:
What each party says 

they want– their 
preconceived solution

ARGUMENTS:
Why they think they 

should get it

INTERESTS:
Underlying needsthat 

must be satisfied to 
achieve a durable 

resolution.  



Effective Communication

RESOLUTION

Communication Stages:

1. Build a relationship 
by listeningfor 
understanding

“The satisfaction of being 
heard is the whole scope of 

human ambition.”
Jon Jay Chapman

2. Promote trust and 
respect by showing 
that you understand
the other person

3. Then, start 
negotiating to solve 
the real problem



Listening for Understanding

Intention: Resolution
Intention: Change the Other 

Person

Focus: RelationshipFocus: Other Person

Ask About WantsDeny

Reflect ThinkingReact

Guess FeelingsDemand

AcknowledgeAssume

AcceptInterrupt

Proactive ListeningReactive Listening



Power of Words:

Mud thrown is ground lost!

“To be perfectly honest, I’ve never ripped into 
anything that wasn’t begging to be ripped into.”

USE INSTEAD OF

Proposal Position

Resolve Compromise

Firm Proposals Non-negotiable

And But



Open-Ended Questions 

1. “Tell me more about that…”

2. “Would it be helpful if…?”

3. “Do you have any suggestions on how we can…?”

4. “We both want a fair resolution.  Is there some external reference 
we can look to?.”

5. “What do you think I’m missing in assessing this situation?”

6. “What would you think if I proposed…?”

7. “We’re stuck, what can we do to get back on track?”



The “Skilled” vs. “Average” Problem Solver:

1. Made twice as many comments regarding long-term 
considerations.

2. Considered twice as many options.
3. Made three times as many comments about common ground.
4. Tested the other party’s understanding and summarized previous 

points more than twice as often.
5. Seldom used heated or emotional behaviors to attack the other 

party or defend their position.
6. Offered commentary about feelings almost twice as often (e.g., 

feelings of fairness and motives for proposals).
7. Asked more than twice as many questions.

Adapted from Neil Rackham, Huthwaite Research Group, 1968



Draft PAG Decisionmaking Protocol

1. Identify the issue, expressing it in neutral terms

2. Discuss and acknowledge that the results of this 
process will be treated as brainstorming, 
recommendations or decisions on PAG 
recommendations

3. What outside mandates, if any, might impact the 
issue?



4. What other outside influences, if any, might 
impact the issue? 

5. Do others need to be involved?  If yes, how will 
we do that?

6. What are the ramifications if we do not reach 
consensus or make a recommendation?

7. Brainstorm options realistically and creatively.



8. Explore (don’t debate) the options considering the 
interrelationships between issues:

a. List advantages and disadvantages of each 
option.

b. Identify key uncertainties and gather information 
to explore them further.

c. Weigh options against Vision and Values

d. Weigh options against potential impacts.
e. Eliminate options.

f. Combine options.



9. Make a proposal and refine it using the “1-2-3”
consensus method, where:

a) A “1” = I fully support the proposal.
b) A “2” = The proposal is not perfect, but I can    

support the proposal.
c) A “3” = I cannot support the proposal.

Ask those who feel the proposal is a “2” what needs to 
be done to improve it.  Edit the proposal and then ask 
all those who feel it is a 3, what does not meet their 
needs.  Be patient.  An “impasse” is simply the place 
where we get tired of listening and thinking!



10. Select optimal recommendation (Who What, 
When, Where, Why, and How).

11. Document the decision and re-engage if 
problems are encountered.

12. Celebrate successes and learn from mistakes.

13. Have some fun!



Rules for Collaboration

1) Identify the underlying issue, seeking first to understand, then to 
be understood.

2) Explore – Don’t debate.  Attack the problem – Not the person.
3) Listen with an open mind, check assumptions, and don’t interrupt.
4) Ask questions, don’t restate your position.
5) Don’t prepare your response while they are talking.
6) Look for and comment upon areas of agreement. 
7) Treat the person’s values, needs and interests with respect.
8) Manage your reactivity and take responsibility for your actions.
9) Keep focused on our Vision and Values.
10) Be assertive about the need to collaborate.

Blessed are the flexible, for they shall not be bent 
out of shape!Gumby’s Spiritual Advisor



Don’t Forget

Humor

“Let’s just go with the commandments and work 
out ethics later.”

Ethics



Collaboration Resources

� Association for Conflict 
Resolution (ACR)
www.acrnet.org

� Oregon Mediation 
Association (OMA)
www.mediate.com/oma

� Policy Consensus 
Initiative
www.policyconsensus.
org

• Great Site
www.mediate.comSuddenly, a heated exchange took place 

between the king and the moat contractor.



“Build a Relationship and Fix the Problem!” or
“Build a Case and Fix Blame!”

“First, can we agree that it’s a big back yard?”

Closing Dance Number! 

Collaboration: “A More Skillful Way to Win”


