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[bookmark: _GoBack]Question 1

How do conflicts affect successful and unsuccessful relations? 

The most intense conflicts, if overcome, leave behind a sense of security and calm 
[image: Image result for conflict]that is not easily disturbed. It is just these intense conflicts and their 
conflagration which are needed to produce valuable and lasting results.
(Carl Gustav Jung (1875-1961) Swiss psychologist and psychiatrist)

Conflict is an inevitable part of human relationships. It can arise from managing differing perspectives and seemingly incompatible concerns. If we can accept conflict as a natural part of our emotional landscape, it can be easier to work with than if we expect or wish conflict to disappear and never resurface.

Sometimes relationships go terribly wrong. People have the power to wound and scar us. The more we love someone, the deeper they can hurt us. And we have the same ability to hurt others. When the unity of a relationship is disrupted, we call that disruption "conflict." I don't know anyone who likes that word.

The presence of conflict does not determine the quality of a relationship; rather, how the individuals handle conflict situations determines the quality of the relationship (Comstock and Strzyzewski 1990). Even beliefs about conflict are more important to relationship happiness than whether or not the individuals actually agree with one another (Crohan 1992).

In 1969, Deutsch created a view of conflict that remains a usable framework today. Deutsch claimed that the negative or positive nature of conflict really is determined by people's behaviors; it is not an inherent quality of conflict itself. Some behaviors produce dysfunctional, destructive and unproductive responses; other behaviors produce functional, constructive and productive responses.  

Destructive conflict: Behaviors that escalate a conflict until it seems to have a life of its own are dysfunctional and destructive. Destructive conflicts may degenerate sufficiently so the conflict parties forget the substantive issues and transform their purposes to getting even, retaliating or hurting the other person.  In destructive conflict, no one is satisfied with the outcome, possible gains are not realized and the negative taste left over at the end of one conflict episode is carried over to the beginning of the next conflict -creating a degenerating or negative spiral. Destructive conflicts are more likely to occur when behaviors come from rigid, competitive systems.  

Constructive conflict: Behaviors that are adaptive to the situation, person and issues of the moment are functional and constructive. Many conflicts are a mixture of competitive and cooperative impulses.  Constructive conflicts appropriately balance the interests of both parties to maximize the opportunities for mutual gains. Constructive conflicts contain an element of creative adaptation born from a realization that one must know both one's own and the other's interests and goals to be able to find a road both parties are willing to walk to discover a mutually acceptable outcome. Focusing on the process, not just the outcome one person desires, is key to productive conflict management.

Relationships in which people never fight aren’t always as blissful as they seem. In real life, conflict is inevitable, and resolving it effectively can often be a pathway to greater understanding between two people, bringing them closer. Relationships in which anger is suppressed and unacknowledged by one or more individuals can actually be unhealthy - literally. 

[image: https://psychology20.wikispaces.com/file/view/Conflict-Serves1.jpg/552995912/Conflict-Serves1.jpg]Actually, unsuccessful relationships usually come about not because of the conflict itself, but because of ‘unresolved’ conflict; while in successful relationships conflicts are confronted and resolved so that the relationship is maintained and grows. If the partners don’t resolve their differences as they occur, tension mounts and intensifies over time and could lead to the disintegration of the relationship, usually with a great deal of resentment and hostility.

Relationship conflict can be a significant source of stress. Whether the conflict is with a spouse, a difficult relative, a friend, a co-worker relationship conflict, especially ongoing conflict can cause a level of stress that has a significant negative impact in several ways. Relationship conflict can negatively affect our health in several ways. 

Portland State University’s Institute on Aging studied over 650 adults over a two-year period and found that ‘stable negative social exchanges’ (in other words, repetitive or prolonged conflict) was significantly associated with lower self-rated health, greater functional limitations, and a higher number of health conditions. This may be due to the impact that stress has on immunity (stress can dampen our immune system), as well as other factors. The important thing to remember is that ongoing conflict really can take a toll on our health. Unacknowledged conflict can still hurt us.

Family conflict may be more common than we think. Many get stressed at family gatherings because of difficult relatives. The way I see it is that there is not a lack of love (or families wouldn’t be gathering in the first place), but there is a lack of comfort in dealing with conflict among family members.

Whether it’s open conflict over the dinner table or an underlying feeling of discomfort that remains unspoken, family conflict obviously causes a significant amount of stress with a lot of people. 

‘Country songs’ about the pain of a broken heart may be backed up by science. Research on social exclusion has shown that the pain of loneliness and social rejection is processed by the same area of the brain that processes physical pain. This explains why feeling rejected by a loved one can actually be physically painful. If we're involved in a relationship that includes significant conflict and repeated feelings of rejection, we probably already know that we're also experiencing physical pain on a regular basis.

Unaddressed conflict affects more than just our body; it affects our spirit as well. In his book The Peacemaker, Ken Sande writes, "Conflicts steal time, energy, money, and opportunities for better things" Failed and broken relationships have a drastic effect on our lives, and the lives of those involved, which makes it all the more important that we understand why and how to seek restoration whenever possible.
[image: https://mayrsom.files.wordpress.com/2015/10/competitors_get_ready_500_clr_11159.gif]
Conflict exists in every organization and to a certain extent indicates a healthy exchange of ideas and creativity. However, counter-productive conflict can result in employee dissatisfaction, reduced productivity, poor service to clients, absenteeism and increased employee turnover, increased work-related stress or, worse case scenario, litigation based on claims of harassment or a hostile work environment.

More often than not, these early warning signs are a part of a larger web of dynamics present in our organization. It is helpful to understand the source of potential conflict.

People have different viewpoints and, under the right set of circumstances, those differences escalate to conflict. How we handle that conflict determines whether it works to the team's advantage, or contributes to its demise.

We can choose to ignore it, complain about it, blame someone for it, or try to deal with it through hints and suggestions; or we can be direct, clarify what is going on, and attempt to reach a resolution through common techniques like negotiation or compromise

[image: https://s-media-cache-ak0.pinimg.com/736x/90/96/c7/9096c780e63f12745d531f336c7de109.jpg]Conflict isn't necessarily a bad thing, though. Healthy and constructive conflict is a component of high-functioning teams. Conflict arises from differences between people; the same differences that often make diverse teams more effective than those made up of people with similar experience. When people with varying viewpoints, experiences, skills, and opinions are tasked with a project or challenge, the combined effort can far surpass what any group of similar individuals could achieve. Team members must be open to these differences and not let them rise into full-blown disputes.

Understanding and appreciating the various viewpoints involved in conflict are key factors in its resolution. These are key skills for all team members to develop. The important thing is to maintain a healthy balance of constructive difference of opinion, and avoid negative conflict that's destructive and disruptive.

Getting to, and maintaining that balance, requires well-developed team skills, particularly the ability to resolve conflict when it does happens, and the ability to keep it healthy and avoid conflict in the day-to-day course of team working.

Conflict gets a bad rap. We automatically assume that conflict will collapse a relationship. Some of us avoid conflict like the plague, thinking that if we close our eyes to a potential clash, it doesn’t exist.

[image: http://www.directionservice.org/cadre/images/Image9.gif]Knowing that unresolved conflict carries such risks and effects on us can make it tempting to vent any anger we experience, anyway we like, but that’s not always the right approach, either. 

The way we resolve conflict in our relationships can make or break them, leaving us with a life of loneliness, or one rich with social support and love. Conflict resolution skills can help us handle relationship conflict in a healthy way so that we get the most out of our relationships, without letting them drain us. And in cases of more extreme conflict, counseling or psychotherapy can be surprisingly helpful.

“Engaging in conflict isn’t going to end the relationship; it’s avoiding the conflict that ‘might’” according to Michael Batshaw, LCSW, a New York City-based psychologist. He said that, “No problem is too small to acknowledge in a relationship.” Michigan relationship expert Terry Orbuch, Ph.D., agreed, and said, “Sweat the small stuff.” Her almost 24-year research study with the same couples found that if we don’t address the small issues in our relationship, they just evolve into a bigger problem that is then really hard to unpack.

But how do we make sure that conflict doesn’t ruin our relationship and instead helps it grow? Well, ‘most fighting comes from skill deficits’, according to Susan Heitler, Ph.D., a Denver clinical psychologist; so we can learn to approach conflict in a constructive and effective way.

“Couples relationships —as all human relationships—are complex and operate at multiple levels with potentially dozens of choice points at any given moment in time,” noted Robert Solley, Ph.D., a San Francisco clinical psychologist specializing in couples’ therapy.

[image: http://www.pickthebrain.com/blog/wp-content/uploads/2013/08/Conflict-photo.png]Also, Solley said that “John Gottman’s research shows that about two-thirds of a couple’s problems actually never go away. In successful couples the difference is that they learn to talk about the problems in a flexible and considerate way, with perspective and without blaming each other for their differences.”

Chances are, at some time or another we've faced conflict in each relationship we're in. And if we've lost friendships along the way, there's a good chance conflict that wasn't handled well led to the end of that relationship. Maybe we disagreed with a professor or coach in college, or had a fight with our siblings, treated a coworker rudely because he/she got on our last nerve, went to bed angry with our spouse over miscommunication; no doubt we won’t have to look far to see evidence of discord.

Conflict is an inevitable consequence of doing life with others. And while no one would choose conflict over peace, it's not always a bad thing. Sometimes we have to work through our disagreements and issues with others in order to build a healthy relationship rooted in mutual understanding and integrity. If discord arises from standing up for whom we are and what we believe, then it's worth it.

Although conflict is often viewed negatively, we now know that it is not always a bad thing. When managed appropriately, conflict helps us to achieve our goals, express our opinions, learn new ideas and points of view, and strengthen our relationships. Essentially, conflict can help us to grow both, personally and professionally.

Every conflict we face in life is rich with positive and negative potential. It can be a source of inspiration, enlightenment, learning, transformation, and growth – or rage, fear, shame, entrapment, and resistance. The choice is not up to our opponents, but to us, and our willingness to face and work through them.  Kenneth Cloke and Joan Goldsmith

While the term conflict generally is associated with negative encounters, conflict itself is neither inherently good nor inherently bad. In fact, engaging in conflict can have positive effects on relationships and organizations.

Consider these benefits:
· Conflict fosters an awareness that problems exist.
· Discussing conflicting views can lead to better solutions.
· Managing conflict is quicker and more efficient than letting conflicts fester.
· Challenging old assumptions can lead to changes in outdated practices and processes.
· Conflict requires creativity to find the best outcomes.
· Conflict raises awareness of what is important to individuals.
· [image: http://www.thediscoverygroup.biz/wp/wp-content/uploads/2013/03/workplace-conflict.jpg]Managing conflicts appropriately helps build self-esteem.
· Managing conflicts well is a sign of maturity.
· Conflicts are challenging.
· Conflicts are exciting. 
· Conflicts encourage people to grow.
· Conflicts create opportunity.

But there are other times when discord in a relationship cuts us down deep in the core of who we are. It has the power to tap into our fears and insecurities and reopen old wounds from our pasts. This is the kind we're all prone to avoid, and it's what makes us resistant to conflict in the first place.

People engaged in conflict often say things that may be easily interpreted as power and self-esteem struggles, such as in the following scenarios:

"She always gets her own way." (She has more power than I do, and I feel at a constant disadvantage. I'm always one down.)
"He is so sarcastic! Who does he think he is? I don't have to put up with his mouth!" (I don't have ways to protect myself from biting sarcasm. It feels like an attack. I feel humiliated. The only power I have is to leave.)
"I refuse to pay one more penny in child support."  (I feel unimportant. I don't get to see the children very often. I've lost my involvement with them. Money is the only way I have to let that be known.  I don't want to feel like a loser and a fool.) 
"I won't cover for her if she asks me again. She can find someone else to work the night shift when her kids get sick."  (I feel taken advantage of. She only pays attention to me when she needs a favor.)

Regardless of the particular content issues involved, people in conflict often perceive that they have too little power and self-esteem and that the other party has too much. Of course, with each person thinking and feeling this way, something needs to be adjusted. Often, giving the other person some respect, courtesy, and ways to save face balances each person’s perception of resources and decreases the likelihood of conflict.

The effect of conflict on us and our relationship is impacted by: 
· How much a person means to us.
· The source of the conflict. 
· How we respond. 

When we face conflict with a coworker, it can be an annoying and persistent burden until we deal with it. But when a spouse or loved one hurts us, it can be heartbreaking. 

Psychologists have concluded that everyone responds to conflict in a different way. So it is crucial that we take the time to assess who we are to the people in our lives and how to live in community with others. We are all imperfect people in relationships with other imperfect people, and this makes our relationships messy and often challenging.

Unresolved conflict has tremendous negative impact. It directly affects the parties themselves:

For example: 
‘The two vice presidents are so absorbed with their conflict that they cannot carry out their normal job duties’. 
In relationships, unresolved conflict leads to ‘drifting away from one another and sometimes jettisoning the relationship entirely’. 
One study even found that ‘the relapse of compulsive gamblers was related to erupting interpersonal conflicts’ (Lorenz 1989). 

Ongoing, unresolved workplace conflict also has negative impacts that reach far beyond the principal parties. 

For example: 
 In an electronics plant, if the director of engineering and the director of production are unable to reach agreement about quality controls, the staffs of both engineering and production actively complain about one another, subverting both groups' goals. The continual avoidance of the problem seeps throughout the organization, affecting everyone who has direct contact with the directors. 

 If the executive director of a nonprofit agency and her board cannot get along, employees tend to take sides, fear for their jobs, and, like those above them, wage a campaign discrediting the other group. 

[image: http://www.clipartoday.com/_thumbs/014/Standoff_l_tnb.png]Ignoring workplace conflict sets destructive forces in motion that decrease productivity, spread the conflict to others, and lead to lessened morale and productivity. 

 In one organization we recently entered, the president and CEO was on the verge of reorganizing the structure, affecting 600 people so that two vice presidents would not have to talk to one another! (‘Interpersonal Conflict’ By William W. Wilmot and Joyce L. Hocker)

As a manager, it is important to be able to identify and to understand the varying levels of conflicts and how these levels are manifested in different ways. An early sign of conflict is that "nagging feeling" or tension we feel, indicating that something [image: https://s-media-cache-ak0.pinimg.com/736x/54/33/90/54339062c37b6b586c1348f12069c92e.jpg]is brewing under the surface. We need to pay attention to non-verbal behaviours such as crossed-arms, eyes lowered or someone sitting back or away from us or the group. These signs can provide us with important information about our current situation and can help us in assessing our next steps. If these signs are not dealt with in a timely manner, this sense of apprehension can shift to another level of conflict and can be manifested more directly with opposition and conviction. 

Question 2

What are five styles of managing conflict? Explain each.
[image: Image result for conflict]
The quality of our lives depends not on whether or not we have conflicts, but on how we respond to them.      Tom Crum

Conflicts happen. They will occur in any organization, but how we respond and resolve them will limit or enable our success. There are several different coping mechanisms to help us deal with conflict. Most people have a favorite way of dealing with difficulty and conflict, according to the Institute for Conscious Change. For the most favorable outcome, we need to consider which conflict handling style is appropriate for the disagreement at hand. While the names may differ slightly, there are five major responsive approaches to managing conflicts. 

In the past ten years, this five-category scheme for classifying interpersonal conflict-handling modes has emerged in behavioral research. First introduced by Blake and Mouton (1964), and reinterpreted by Kenneth W. Thomas (1971), this scheme includes the five modes of competing, collaborating, compromising, avoiding, and accommodating. In the 1970s, Kenneth Thomas and Ralph Kilmann recognized that when management understands the reasons behind a conflict and how serious the conflict is, a more positive outcome results. The two identified the five levels or styles of dealing with conflict and called these the Thomas-Kilmann Conflict Mode Instrument. 

[image: http://image.slidesharecdn.com/conflictmanagement-121219211635-phpapp02/95/conflict-management-21-638.jpg?cb=1355951867]In his work Human Relations and Your Career, David W. Johnson discusses the styles and calls them: the turtle, the shark, the teddy bear, the fox, and the owl.

One of the advantages of this classification scheme is that the five specific modes reflect several more basic dimensions of interpersonal conflict behavior. We can choose from these five strategies when in conflict situations. Understanding our personal level of conflict management allows for better conflict resolution. Knowing which level to use in a situation helps management bring an end to serious organizational conflict.
[image: http://cliparts.co/cliparts/kT8/ozK/kT8ozK8xc.jpg]

[image: https://s-media-cache-ak0.pinimg.com/736x/59/41/88/594188c902f8a3c227e5deb41fe8512e.jpg]1. - The Turtle (Avoiding, withdrawing)    I lose – you win
                                                                 
                                                                                 “I’ll think about it tomorrow”

Avoiding has been identified with withdrawal and failure to take a position. The avoidance strategy seeks to put off conflict indefinitely not paying attention to the conflict and not taking any action to resolve it. At the avoiding level, the person simply refuses to acknowledge the existence of conflict, to make a decision or refuses to commit to resolve it believing that it is easier to withdraw either physically or psychologically from a conflict than to face it. ‘Turtles’ represent this style, because turtles withdraw into their shells to avoid conflicts. 

Avoiding conflict involves one of the conflicted parties avoiding communicating about or confronting the problem, hoping it will go away. By not participating in the problem-solving process, the person is effectively removing herself from it. When employing this approach, the conflict might go away if the other party doesn't press for a resolution. The underlying differences between the parties are never resolved. This approach to conflict management shows a low concern with self and others.

Individuals using this style give up their goals and personal relationships; stay away from the problematic issues, and from the people they are in conflict with. They believe it is hopeless to try and resolve conflicts, they feel helpless. 

The ‘Avoiding’ person is unassertive and uncooperative – the individual does not immediately pursue his own concerns or those of the other person; the goal of this stance is to delay. The individual does not address the conflict, there is indifference to the outcome to the issue and the relationship and the person withdraws or postpones dealing with the conflict. Avoiding might take the form of diplomatically sidestepping an issue, postponing an issue until a better time or simply withdrawing from a threatening situation. This style can provide a needed respite from the situation or it can inflame things if the issue keeps being pushed aside. This mode is also known as flight.

Avoiding is when we simply avoid the issue.  We aren’t helping the other party reach their goals, and we aren’t assertively pursuing our own.  This works when the issue is trivial or when we have no chance of winning.   It can also be effective when the issue would be very costly.  It’s also very effective when the atmosphere is emotionally charged and we need to create some space. Sometimes issues will resolve themselves, but “hope is not a strategy”, and, in general, avoiding is not a good long term strategy.

Some typical behaviours of an ‘Avoider’: Missing meetings, avoiding team mates, withholding information, procrastinating, and foot-dragging. They are great at side-stepping or allowing others the opportunity to run with this topic... Maybe seen as someone who doesn’t care, or not interested, wants an easy life.

Kilmann warns that this is a particularly weak response to conflict but that it can be appropriate in situations where the outcome does not matter. Another time to use this level is when there is a person better suited to make the decision but he/she needs incentive to step into a leadership role.

Avoiding an issue is one way a manager might attempt to resolve conflict. This type of conflict style does not help the other staff members reach their goals and does not help the manager who is avoiding the issue and cannot assertively pursue his or her own goals. However, this works well when the manager has no chance of winning.

When we avoid a conflict, we allow others to handle it without our involvement. If the disagreement does not intensely concern or affect us, it may be best to simply avoid participating in the conflict at all. Another reason to avoid a conflict is if anger is involved - if we or another person are very angry, avoiding the disagreement temporarily can allow us both time to cool down. It is important not to rely on avoiding conflict involving matters that do mean a lot to us. 

Examples:  
1. - This conflict style is illustrated by Sue:  Mary and Sue have been really good friends for over 5 years. They are now in their sophomore year in college and are roommates. Outside of their living area, everything is always good between them, but in the room they often have small conflicts over things such as food and cleaning. Their most recent issue occurred when Sue left her dirty laundry in the middle of the room and Mary had company and was very embarrassed to find the room in such a dirty state. Mary tried to talk to Sue about the situation, but each time she brings it up, Sue makes excuses for why she cannot talk at the moment. Every time Mary calls Sue she ignores the call or picks up and is very brief with her. When they are both in the room and Mary brings it up, Sue makes excuses such as she has a lot of studying to do and suggests that they talk later.

2. - When a single group member takes a position in opposition to the rest of the group, you would remain silent, because you consider that it is best to avoid becoming involved.


[image: http://images.clipartpanda.com/shark-clip-art-Shark-Clipart-Fi.jpg]   2. - The Shark (Aggressive, forcing)    I win – you lose
[image: http://blog.harringtoncreativecounseling.com/wp-content/uploads/2013/11/irrational-thought-4.jpg]
                                                                             “My way or the highway” 
    
This style has been identified with forcing behavior and win-lose arguing. Also called directing, competing, controlling, authoritative, commanding, dominating, forcing means we insist on getting our way. The ‘shark’ represents this style; it assumes that conflicts are settled by one person winning and one person losing. It wants to be the winner, as winning gives it a sense of pride and achievement. Losing gives a shark a sense of weakness, inadequacy, and failure. It tries to win by attacking, overpowering, overwhelming, and intimidating other people.

In this style, the individual tries to overpower opponents by forcing them to accept his solution to the conflict. His goals are highly important to him and the relationship is of minor importance. He seeks to achieve his goals at all costs and is not concerned with the needs of other people. He does not care if other people like or accept them. 

This confrontation style to conflict resolution entails the person placing his desires above those of all others involved in the conflict. Assertiveness is the hallmark of this approach, and those employing this style of negotiation aim to address the conflict head-on. It might involve high levels of emotions as the person establishes positions in what can sometimes evolve into hostile communications.

In this competing style we act in a very assertive way to achieve our goals, without seeking to cooperate with the other party, and it may be at the expense of the other party.    If we use forcing as a conflict resolution style too often, people will not want to enter into disagreements with us, and it may push people away. In some cases, forcing is necessary. This approach may be appropriate for emergencies when time is of the essence, or when we need quick, decisive action, and people are aware of and support the approach. When we are sure that our way is the only safe or effective way to proceed and we must make a decision immediately, we may need to direct the outcome.

[image: Competing
(C) Copyright Key Talent Partners 2013
“My way or the highway”
 ]Some typical Behaviours of a ‘Competitor’: Monopolizing, not listening, exaggerating, attacking, blocking, and pushing for what they want to talk about. They are great at standing up for what they believe in, fighting their corner for their team’s needs. They may be seen as insensitive to others and selfish. Their behaviour may seem to undermine trust and goodwill (especially to accommodators).

 In this win-lose approach the manager acts in a very assertive way to achieve its own goals without seeking to cooperate with other employees, and it may be at the expense of those other employees. He will have a low concern for others and a high concern for self. He would be very competitive and attempt to assert control and force others to following his position using formal authority or other power that he possesses to satisfy his concerns without regard to the concerns of the party that he is in conflict with.

The ‘Forcing/Controlling’ person is high in assertiveness and low in cooperativeness; an individual pursues his own concerns alone. This is a power-oriented mode, in which one uses whatever power seems appropriate to win one’s own position, one’s ability to argue, one’s rank, economic sanctions. The goal of this stance is to win. Competing might mean “standing up for your rights or your needs,” defending a cherished position or a position which you believe is correct, or simply trying to win. In this mode the individual aims to pursue one's agenda at another's expense. The goal is deemed very important.

At the competitive level, a person takes a position and sticks to it. Company owners and upper management often negotiate from a competitive level of conflict resolution. With the competitive level, the leader states what he wants. The leader should be persuasive and have the knowledge to back up the request. This style is useful for fast decisions or when there is a lot of resistance to change. If not careful, the person who uses this level of conflict resolution may offend others.

Example: 
1. - This conflict style is illustrated by Peter: Tristan, Beth, Peter and Mike enjoy skating. Every Sunday night the four friends meet at Starlight Skating Rink to practice new moves and show off their skills. Mike is known around the rink as “Sweet Feet” because of his speed but yet graceful moves. Lately Peter hasn’t been focused or practicing much of a team player. As head of the group, Mike confronts Peter to see if everything was ok. Peter automatically feels threaten and explodes. Peter feels as if Mike is taking his name as “Sweet Feet” and becoming cocky. Mike denies this statement and becomes confused to Peter’s responses. Disregarding their friendship, Peter threatens and explodes again.

2. - When you are the person with the greater authority in a conflict situation, you would:  Put it straight, letting the other know your view.
      When you become angry at a friend or colleague, you would:  Just explode without giving it much thought.
      When you find yourself disagreeing with other members of a group on an important issue, you would: Stand by your convictions and defend your position.

[image: http://cartoon-bears.disneyandpals.com/_/rsrc/1373490041830/cute-baby-brown-bears-2/Baby-Brown-Bear-Cartoon-Clipart_022.png?height=320&width=320]
[image: http://images.clipartpanda.com/pleasure-clipart-608256-an_and_Businessman_Shaking_Hands_clipart_image.jpg]   3. - The Teddy Bear (Smoothing, cooperating)    I lose – you win
                     
                                                                                    “It would be my pleasure”

Cooperating has been identified with attempting to soothe the other person and seek harmony. It is also called accommodating, obliging. The cooperating strategy essentially entails giving the opposing side what it wants. This style displays a low concern for self and a high concern for others. Basically, we sacrifice our concerns and interests to accommodate the concerns and interest of others. We allow the other party to satisfy his concerns while neglecting our own.

The teddy bear represents this style. Teddy bears want to be liked and accepted by other people. They think that conflict should be avoided in favor of harmony, and believe that conflict cannot be discussed without damaging relationships. They are afraid that if the conflict continues, someone will get hurt, and that would ruin the relationship. Teddy bears say, “I’ll give up my goals and let you have what you want in order for you to like me.”

The accommodating person is unassertive and cooperative, the opposite of competing. The goal of this stance is to yield. Typically a person using this conflict mode neglects his or her needs to satisfy the concerns of the other person. There is an element of self-sacrifice and this stance is concerned with preserving the relationship versus attaining goals. Accommodating might take the form of selfless generosity or charity, obeying another person’s order when one would prefer not to, or yielding to another’s point of view.

The accommodating approach emphasizes cooperation instead of assertiveness. A person places his interests last and allows the other party to further her interests. The accommodating approach often occurs when a party is not significantly invested in securing a victory, because he does not perceive the alternative option as a significant threat.

We use an accommodating level in situations where the outcome is not vital, but solving the conflict is. Using this style means the leader gives up his personal stance on a situation and allows others their way. It can help bring peace to a volatile situation and build goodwill. 

Accommodating is when we cooperate to a high-degree, and it may be at our own expense, and we may actually work against our own goals, objectives, and desired outcomes.  This approach is effective when the other party is the expert or has a better solution.  It can also be effective for preserving future relations with the other party.

Some typical Behaviours of an ‘Accommodator’: Shading the truth, Sacrificing, allowing questionable decisions to go ahead, bending the rules, appeasing other’s needs and wishes. They are great at allowing others to have their own way and tolerating decisions that they don’t like. They may be seen as pliable, placid, and amenable. Happy to go with the flow and not rock the boat 

Accommodating or harmonizing means allowing the other person to make the decision. This is a good resolution when the outcome of the conflict does not matter much to us, or if we think that getting our own way is not as important as preserving the relationship. If we find ourselves accommodating others too often, though, we may feel resentful, or feel that we do not have any say in decision-making.

An accommodating manager is one who cooperates to a high degree. This may be at the manager's own expense and actually work against that manager's own goals, objectives, and desired outcomes. This approach is effective when the other person is the expert or has a better solution.

Example: 
1. - This conflict style is illustrated by Lauren:
Katie and Lauren are roommates. They get into a little disagreement about who has the most space in their small dorm room. To end the argument, and to please Katie, Lauren moves her stuff over giving Katie more space in the room.

2. - When a single group member takes a position in opposition to the rest of the group, you would: Encourage the group’s members to set the conflict aside and go on to more agreeable items on the agenda.
[image: https://image-gr.s3.envato.com/files/133743363/Fox%20Cartoon_PREVIEW.jpg]

 4. - The Fox (Compromising)  I lose–you lose (mini win–mini lose)
[image: http://www.theboldcompany.com/blog/wp-content/uploads/2009/12/Handshake1.jpg] 
                                                                “Let’s make a deal”

Compromising has been identified with the proposal of middle-ground positions. Bargaining is the hallmark of the compromise approach to conflict resolution. The conflicting parties can identify some interests they are willing to compromise on to bring about a resolution. While the emotional level might still be high, the compromise style sometimes results in interim solutions when a full resolution is not immediately possible. Parties might reach a settlement to prevent further escalation of the conflict.

Foxes represent this style. They are moderately concerned with their own goals and about their relationships with other people. They seek a compromise; they are willing to sacrifice and give up part of their goals and relationships and persuade the other person in a conflict to give up part of his goals in order to find agreement for the common good. They seek a solution to conflict where both sides gain something—the middle ground between two extreme positions. 

The compromising level accomplishes a solution that keeps everyone partly happy. However, each person will still need to give up something to come to a compromise. Kilmann recommends the compromising level for situations where a deadline is knocking at the door and the conflict prevents completing a project.

Compromising is the “lose-lose” scenario where neither party really achieves what they want.  This requires a moderate level of assertiveness and cooperation.  It may be appropriate for scenarios where you need a temporary solution, or where both sides have equally important goals.   The trap is to fall into compromising as an easy way out, when collaborating would produce a better solution.

The compromising style is intermediate in both, right in the middle of being assertive and cooperative. The goal of this stance is to find a quick middle ground. Parties find an expedient, mutually acceptable solution by having each person give up something and split the difference, exchanging concessions, or seeking a quick middle-ground position. It falls on a middle ground between competing an accommodating. This mode is also known as sharing. Compromising is attempting to resolve a conflict by identifying a solution that is partially satisfactory to both parties, but completely satisfactory to neither.

Some typical Behaviours of a ‘Compromiser’: Posturing, rushing to settle, eroding a principle, sub-optimizing, settling. They are great at making fast decisions where it meets the needs of both parties (at least partially). They may be seen as someone who just wants to move on, or doesn’t want to spend time debating and discussing the issue in full.

Example: 
1. - This conflict style is illustrated by Richard: Joe, Kevin, and Richard are brothers. The three of them always find themselves getting into conflicts that are often easily resolved. The last issue between the boys was the trying to decide where to eat because no one wanted to eat the same thing. Richard wanted burgers; Kevin wanted something Italian, and Joe wanted chicken. Richard and Kevin got into a heated argument in the car over this because Kevin claims that Richard always gets his way. Because Kevin wasn’t going to put up with Richard anymore, Kevin threw a fierce punch. The two continued to argue, while Joe refused get in the middle of his two brothers and ignored the situation and his hunger. As Richard and Kevin became winded and tired of fighting, Richard proposes Golden Corral where everyone can be pleased. Although Joe despises Golden Corral’s chicken, he anxiously agrees so the argument can cease.

2. - When a single group member takes a position in opposition to the rest of the group, you would: Make sure the dissenting member has a chance to communicate his or her objections so that a compromise can be reached.
      When you find yourself disagreeing with other members of a group on an important issue, you would: Appeal to the logic of the group in the hope of convincing at least a majority that you are right
      When someone you care for takes an unreasonable position, you would: Let him or her know in casual, subtle ways that you are not pleased; possibly distract with humor; and avoid a direct confrontation.
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5. - The Owl (Confronting or problem solving)    I win – you win
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“Two heads are better than one”
 ]
                                                     “Two heads are better than one”

Problem-solving has been identified with confronting disagreements to find solutions. Also called the collaboration style, the goal of this stance is to find a win-win situation.  It involves parties working together to resolve issues, and both sides come to the table with win-win attitudes. It is a favorable negotiation style in formal dispute resolution situations, such as mediation, where the parties employee a mediator but must agree on the final, binding resolution.

The ‘Owl’ represents this style. Owls highly value their own goals and relationships, and view conflicts as problems to be solved and seek a relationship that achieves both their goals and the goals of the other person in the conflict. They see conflict as improving relationships by reducing tension between two people. They try to begin a discussion that identifies the conflicts as a problem, seeking solutions that satisfy both themselves and the other person, and so, maintaining the relationship.

Problem-solving works by integrating ideas set out by multiple people. The object is to find a creative solution acceptable to everyone. Problem-solving individuals are not satisfied until a solution is found that achieves their goals and the other person’s goals. And they are not satisfied until the tensions and negative feelings have been fully resolved

At the problem-solving level, all ideas are deemed important and considered. It takes a look at all of the needs and opinions of a situation and tries to come up with a solution that uses the best of those ideas. Kilmann, in his book "Introduction to Conflict and Teams: Enhancing Team Performance Using the TKI," recommends using this style when there is a history of extreme conflict in a group.

Collaborating is where we partner or pair up with the other party to achieve both of our goals.  This is how we break free of the “win-lose” paradigm and seek the “win-win.”  This can be effective for complex scenarios where we need to find a novel solution.  This can also mean re-framing the challenge to create a bigger space and room for everybody’s ideas.  The downside is that it requires a high-degree of trust and reaching a consensus can require a lot of time and effort to get everybody on board and to synthesize all the ideas.

The problem-solving style is both assertive and cooperative. Typically this mode is concerned with finding creative solutions to issues that satisfy both individual's concerns. Learning, listening and attending to both the organizational and personal issues are addressed with this conflict style. It takes time and effort. This mode is also known as integrative style and it is the opposite of avoiding.

Collaborating involves an attempt to work with the other person to find some solution which fully satisfies the concerns of both persons. It means digging into an issue to identify the underlying concerns of the individuals and expressing your own concerns to find an alternative which meets both sets of concerns in an effort to find a mutually and completely satisfactory solution.

Collaborating between two persons might take the form of exploring a disagreement to learn from each other’s insights, concluding to resolve some condition which would otherwise have them competing for resources, or confronting and trying to find a creative solution to an interpersonal problem.

Some typical Behaviours of a ‘Collaborator’: Over analyzing, risk sharing, continuing to problem solve when it’s not working, dithering, prying. They are great at seeing both sides of the discussion and allowing others to have an opinion and not closing them down. May be seen as someone who doesn’t want to take the responsibility for important decisions 

The point of cooperation is to take everyone's concerns seriously and to discuss all aspects of the conflict. This is a good conflict-handling style to use when we are concerned about the person or people involved, and when we feel strongly about our side of the argument. Cooperation may take a lot of time, so it is not the best option when a decision must be made right away.

Example:
 Kyle and Sarah cannot seem to agree on what kind of pet to get. Kyle wants a dog because he claims they are more fun and they could use it as a watch dog. Sarah wants a cat because they are less expensive and easier to take care of. Finally they decide on a parrot instead because they are fun, they can talk to you, they are easy and not too expensive. A parrot will also alert them if someone else is in their home.

2. - When you see conflict emerging in a group, you would: Share with the group your impression of what is going on, so that the nature of the impending conflict can be discussed.
      In handling conflict between your group and another, you would: Recognize that conflict is healthy and press for the identification of shared concerns and/or goals.

Research on conflict management styles has found that each of us tends to use one or two of the above five strategies more than the others. But each of us should be capable of using all five conflict-handling modes: few could be characterized as having a single, rigid style of dealing with conflict. However, most people use some modes better than others and tend to rely upon those modes more heavily than others.

All the styles are relevant, useful and when used strategically, can help us navigate conflict with success. Each style is useful and necessary. The more we can move with ease between the conflict styles and use them when the timing is right, the more adept we will become at navigating tension and conflict.

There is no right or wrong conflict resolution style, and each conflict participant is capable of choosing the approach she/he deems most appropriate in any given situation. In the workplace, a manager should understand each of these approaches to help parties resolve conflicts that arise on the job.

There are different conflict situations and should be handled with one of the five conflict management strategies.  Managers who are very skilled at conflict management are able to 
(a) Understand interpersonal conflict situations 
(b) Use the appropriate conflict management strategy for each situation.

[image: Image result for upset people clipart]Question 3

What are the fifteen steps for dealing with upset people? 

1. - Be glad when a person shares her feelings of discontent with you. It implies that the person still has confidence in your interest in the problem and your ability to do something about it.

In difficult situations with people, we need to understand that they are only doing what they feel is right. Rather than argue, we have to side with the person and try to understand why they are upset. More times than not, it is because of nothing we did. They were already upset due to something else. 

By responding well to angry people, we can build positive relationships, and we'll experience less stress and unhappiness as a result of dealing with them.

Listen carefully to what they say and how they say it. Offer to be a help in solving their problem. We will quickly find that they become less difficult. 

We can try to give an answer like this: “How can I make this right for you now?” “I appreciate your willingness to share this. We never like to hear that we’ve mishandled a person or a customer but without your feedback, we could not have corrected the problem. I hope you’ll give us another chance.”

[image: Image result for smiley face]2. - Think of the situation as an opportunity to shine.

When we respond calmly to angry episodes, we set a good example for others. Our behavior can inspire the people around us, which can transform a team's ability to deal with anger.

On the contrary, if we respond angrily to someone else's anger, we can easily end up being seen as the aggressor ourselves. This is disastrous if we're in a customer-facing role.

We may have to mentally tell ourselves that the person is upset and is doing her best to communicate her feelings. This can help us to reframe the situation in our own mind. 

Express your truth in a way that builds someone up rather than tears them down. Ask how you can be of help or anticipate what they need and offer this. Here the most important thing is that you project a demeanour of being helpful and wanting to work things out if they are unhappy. If you have the mindset right, your behaviour and body language will tend to follow naturally.

3. - Don’t take it personally or become defensive. 
[image: http://thumbs.dreamstime.com/z/two-boys-fighting-28726073.jpg]
Behind their violent shield, a threatening individual is feeling threatened — maybe not by us, but by something or someone. Their anger is related to us only in a way in which some action or expressed feeling of ours has triggered some discomforting emotion within them.

The constructive response is not to indulge them in any action. When they shout, we keep silent or speak softly. When they come close, we increase the distance. When they say a lot we say nothing or very little. Some people decide to respond, thinking that ignoring a provocation makes them lose and a bully to win. This is contrary to what actually happens. We win by disengaging. We become untouchable and gain control by increasing emotional and physical space.

Create a space between yourself and your reactions. Our initial response might be to react emotionally. If possible, we don’t follow that kneejerk reaction and take the time to rein in our emotions and assess what’s really happening before we respond. In general, it’s a good idea to create a healthy personal space around ourselves. Try to understand what the other person is feeling/thinking/trying to convey to you.

Don’t jump to conclusions too quickly when you are being confronted. Don’t make assumptions about judgment or criticism seemingly directed at you. Maybe it’s not about us at all, but rather about them and their own perceptions, their issues, their needs

 It can be very difficult to disengage personal feelings from a confrontation with an upset person. Remember that anger is often a sign that the other person has not learned to respond in a healthy, assertive way to situations he experiences as threatening.
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4. - Show genuine care and concern. 

Don’t make light of the problem. Even if it seems trivial to us, the other person clearly feels strongly about it. We need to consider the other person’s side of the situation; it can also help us communicate effectively with the other person. In some cases, people just want to have their feelings of frustration validated. Once they feel understood, they may calm down. Doing so can help us keep a handle on our own emotional responses.

Let the angry person know you understand that he's upset. Maybe that person hasn’t mastered how to communicate in a healthy way. Perhaps they lack certain social skills and feel the only way they will be heard and paid attention to is by being rude or aggressive in their language, or by bullying to get their way. Perhaps, they have issues with relationships in general, with boundaries, with seeing things as either all good or all bad, right or wrong.

No one cooperates with anyone who seems to be against them. In human relations there is no middle ground.  Unconsciously people want to know, “Are you with me or against me?” That’s one of the things we have in common with our difficult people. 

Saying something such as “That sounds very frustrating” or “I can see why that would be upsetting” can help defuse anger.  
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5. - Listen.
          Courage is what it takes to stand up and speak.
          Courage is also what it takes to sit down and listen.
Winston Churchill

Listen carefully so you can discern what makes sense and what doesn’t. Offer some reflective listening, validating his/her concerns to an extent. Tell him/her something nice and peaceful. Agree with him/her in theory. Do not assign any blame or argue. 

People want to be “heard.” Listen carefully to what the person is saying. Be an active listener. Show that you are engaged with the other person by making eye contact, nodding, and using phrases such as “uh huh” or “mmm-hmm.” 

Don’t get caught up in preparing your defense while the other person is speaking. Focus on what the person is saying.  Listen for reasons given for why the other person is upset. Try to imagine the situation from his or her point of view. If we experienced this situation, would we feel the same way?

6. - Let the complaining person vent. Don’t interrupt with defensiveness.
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[image: http://previews.123rf.com/images/lenm/lenm1406/lenm140600474/29571716-Illustration-of-a-Mother-and-Daughter-Arguing-Stock-Vector.jpg]People have a right to their feelings: gratitude, anger, frustration, grief, etc. validate their feelings and give them a chance to vent. Don’t deny or minimize that they feel there is a problem. Acknowledge the emotion you see them expressing and then help them work out a solution.

Listening and responding to these needs calmly and emphatically, can serve as the key to getting more cooperation from emotionally agitated people. Just say “I think I understand what is going on here, but feel free to correct me” and so on.

Let them vent, make them right, be kind and understanding. Speak in a calm tone of voice. Do not raise your voice or yell in response to the angry person. Use calm but assertive body language. Stopping the person from expressing his or her feelings will not help the situation. It may increase the other person’s feelings of anger.

Shutting the other person down communicates that you do not view his or her feelings as legitimate. Remember that even if you don’t understand the other person’s experience, it’s very real to that person. Dismissing that will not help you defuse the situation.

Dealing with difficult customers is the same as dealing with a difficult spouse. First shut up and listen until they are done. Then, repeat back what they said and make sure that you are on the same page. You then can reason with them. Most people just want to be heard and respected. 
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7. - Politely interrupt the upset person and offer guidance.

Avoid discussing with them about who did what, when and why, and how it made them feel, but repeatedly ask how they propose solving this problem now. Respond in order to gain clarification. Hopefully, your emotions will take a back seat while you ask this individual to fully explain what’s on their mind and what they want from you. 

In some instances, they may not realize how aggressive, rude, insulting, bullying, and insensitive they are being; that their words are hurtful and that what they’re asking of you is unreasonable. Perhaps, give them a way out by suggesting an alternative solution. Reacting calmly to the angry person will help defuse a tense situation. Responding with anger of your own will only escalate the situation and will usually make things worse.

Confirm what the other person has said. One reason tense situations escalate is because of miscommunication. Once the other person has told you why she/he is angry, confirm what you heard and give wise advice when needed and some guidance.

8. - Apologize assertively when you have made a mistake. 

[image: http://static1.squarespace.com/static/53176d81e4b0d5b56217a38a/t/54173ef2e4b0a12cc4007061/1410809586976/]Apologize for the problem. This does not necessarily acknowledge that you were at fault. It means you are concerned about the experience the person is having now. But if you did something wrong, you may need to remedy the situation by apologizing and making amends. 

Don't try to make excuses for your behavior. If you did something to wrong the other party, you need to acknowledge your mistake. Think about whether or not an apology is best during the interaction or later after the person has calmed down.

You may not have intended to make this person angry or hurt his or her feelings. Regardless of your intentions, you need to recognize that your behavior had a negative effect on the other person.

Accept responsibility for your actions. Your apology needs to include a statement about responsibility to be effective and diffuse the situation. In other words, you need to state how your actions contributed to the other person’s feelings of hurt or frustration.

A colleague was nasty to a customer service representative who spoke slowly and with a thick Southern accent. Finally, the representative said: “Ma’am, are you finished being rude yet?” My colleague immediately apologized to the customer service representative for her poor treatment of a customer service representative.

Assess whether or not an apology would be heartfelt and meaningful to the situation. You should not apologize if you don't mean it, as this might escalate the problem further. Try to sound sincere when you apologize. Humans are very good at detecting condescension and insincerity, and it often makes us angrier.

9. - Express empathy, if it is genuine.
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The best way to deal with a difficult person is to agree with him/her. That will diffuse the upset and stop them in their tracks.  Express empathy and regret. You need to show the person that you feel sorry for how your words or actions affected him or her. Difficult persons are empathy-hungry. Provide them with understanding, and they will instantly become easier to work with. Tell them you understand why it is frustrating and take action to remedy the problem. Empathy saves the day. You may say something like:

· What do you think we can do about this?
· What would you like me to stop doing?
· Would it be helpful if I…?
· Supposing we were to…?
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10. - Take notes about the situation. 

Take notes and summarize the problem to be sure you understand the upset person’s point of view. Focus on the problem, not the individual involved. Sit down, think things through and write from your heart.

Note administrative complaints in an incident report. Document all conversations and take good notes. If what you are saying is not what they are hearing, then go with letters and e-mails for tracking. What they are saying can possibly be true, therefore you may not have completed what you said you would do.

Look for written statements. If the person has an issue about a purchase, ask to see his receipt. Or if the person is making demands that go against an agreement he signed, you can show him the agreement. No matter what the situation is having some sort of documentation or supporting evidence can help you quickly shut down an irate customer's demands, if he's being unreasonable. 

If your correspondence with the person is through a series of emails, you can email him proof of a contract or agreement, or simply refer him to an earlier email, if any previous correspondence dealt with the issue at hand.

11. - Tell the upset person what you can do.
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Offer a remedy to the situation. An apology is meaningless unless you state how the situation can be fixed or avoided in the future. An offer to remedy the situation can include an offer to help the other person or a means by which you do not repeat the same mistake again in the future.

Be reasonable, and communicate calmly and clearly. Try to keep your solution focused on what the other person communicated to you. 

Demonstrate an interest in resolving the situation, and try not to judge the other person's behavior – this shows respect. Think about the last time you felt angry, and remember how you wanted to be treated in that situation.
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12. - Try to find a solution you can both agree on. 

Once you understand why the person is unhappy, it is time to offer a solution. Ask him what he feels should be done or put forward your own fair and realistic answer to the problem. In most cases, that’s all the person is looking for—and may result in providing some degree of satisfaction.

Approach the situation with an open mind, and once you have listened to the other person, consider how you can address the situation. If the other person is not happy with the solution you suggest, ask him or her to suggest a resolution she/he would be happy with. For example, you could ask something like "What would you like to see happen in this situation?"

Try to present this as a “we”-focused solution to encourage collaboration. For example, “Okay, if my suggestion isn’t acceptable, I’d still like to see if we can find a way to address this problem. What can we do to address this situation?” 

Trying to find common ground between you and the angry person can help redirect the interaction towards a solution. For example, you could say something such as "I understand that fairness is important to you. It is to me as well…" This can help communicate that you are working toward the same goal. 

Take a proactive stance: I can help you either resolve this issue or get it to the right person. Try to make it right. This is one of the best forms of positive customer service.

13. - Thank the person for sharing his or her concern. 
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Thank the other person. If you have been able to come to a resolution, wrap up your interaction with a word of thanks for the other person. This shows your respect for that person.  

If customers do not complain, they just leave and do not come back, and they take their business and their referrals with them. The customer is giving you a gift when he complains. It is your chance to fix the problem or resolve the issue. Thank your customer for letting you know about it. And for example, if you have been able to negotiate with an angry person, you could say: “Thank you for allowing us to make this problem right.” And that will help him or her feel as though his/her needs have been met. 

14. - Follow up later, when appropriate.
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Give it some time. In some cases, the person’s anger may not disappear immediately even if you have done all you can to resolve the situation. This is especially true in situations that carry deeper hurt, such as the other person feeling betrayed or manipulated in some way. Accept that it may take some time for angry feelings to resolve themselves, and don’t push.

If the other person's anger does not diminish (even after a time-out), or if it is coupled with other conditions, it is best to put off the discussion until everyone's physical and emotional needs are met. 

[image: http://www.vectors4all.net/preview/man-with-phone-7.jpg]When possible, follow-up with the customer after sufficient time has elapsed to demonstrate that the corrective action has been effective. A phone call or a personalized postcard demonstrates individual attention and acknowledgement. Demonstrating compassion and attentiveness thirty days after a problem has been resolved is a powerful message to show that you really do care about the individual customer. This follow-up after the anger has subsided and the corrective action has been demonstrated as effective may be enough to retain loyal customers and earn a few new ones.

Remember: you can’t control the other person’s responses. You can only control how you behave.

Take a few minutes on your own. After the situation has been resolved and the person is on her way, it’s helpful for you to take your own “time-out.” Even if you’ve handled the situation in the most professional way possible, it’s still a stressful experience. Rather than let stress linger inside you, take a short walk or find someone to talk to who makes you laugh. Then you’ll be ready to once again engage with your customers. 
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15. - Phrase your comments positively.

Try to avoid accusatory "you" statements, which can make the other person feel angry and defensive. Try saying something like, “I understand you are feeling angry. I want to understand what is happening. What is it that you’re feeling angry about?” This shows that you are trying to see things from the other person’s perspective, which may help him or her feel better.

Try to avoid sounding judgmental when you do this. Don’t ask something like “Why are you being such an angry jerk?” Calmly ask for the specific thing that the other person is responding to. This may encourage the other person to slow down and think about why she/he is angry and she/he may realize it was all a misunderstanding.

Avoid using “but.” “But” is known as a “verbal eraser,” because it can completely negate what you said before it. When people hear the word “but” they tend to stop listening. All they hear is ‘You’re wrong’. 

For example, don't say things like "I understand what you are saying BUT you need to…" Instead, use "and" statements such as "I can see your point AND I can see the need for …"

The best tip for dealing with upset persons is to use words seasoned with kindness despite how difficult that may be to deal with. There is a proverb that states, “A soft answer turns away wrath, but a harsh word stirs up anger”. By doing this you can control the situation by using your carefully selected words. This definitely takes a level of self-control and patience, but in the end you have helped your business, and more than that, a person. 
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Describe systematic problem solving process in detail.

“You can't solve problems until you understand the other side."  Jeffrey Manber” 

Problem solving is the ability to solve challenges and problematic situations by identifying and systematically analyzing relevant information and factors to infer a logical and effective solution. Problem solving requires the ability to think both creatively and logically to improve performance, to troubleshoot problematic procedures or equipment, and to complete research tasks.

An organization needs to define some standard of problem solving, so that leadership can effectively direct others in the research and resolution of issues. Problems can be difficult to solve when we only know the issue and none of the steps to fix it. Sometimes it's even more daunting to figure out what those steps are at all.

One way to prevent this happening is by using a systematic process to help us identify and solve problems creatively and effectively guiding us through each stage of the problem-solving process, from finding the problem to implementing a solution. This helps us ensure that our solutions are creative, robust and well considered.  Of course there are many different systematic ways to tackle problems but it is important that everyone in the team understands and follows the process; when choosing, we need to keep in mind that it is better to follow a system everybody understands rather than having a complicated procedure that only a few could use.

When we're solving business problems, it's all too easy to skip over important steps in the problem-solving process, meaning that we can miss good solutions, or, worse still, fail to identify the problem correctly in the first place.

[image: Image result for problem solving 8 steps]While this approach to problem-solving isn't the only way, it is one way found to be particularly effective. Here are the basic eight steps we need to take to go from problem to solution:

1. - Establish Context
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A company context is the internal environment in which the organization seeks to achieve its objectives and solve its problems. This context can include:
· Governance, organizational structure, roles and accountabilities. 
· Policies, objectives, and the strategies that are in place to achieve them.
· The capabilities, understood in terms of resources and knowledge (e.g. capital, time, people, processes, systems and technologies).
· Information systems, information flows and decision-making processes (both formal and informal).
· Relationships with, and perceptions and values of, internal stakeholders.
· The organization's culture.
· Standards, guidelines and models adopted by the organization.
· Form and extent of contractual relationships.

To establish the context of any problem arising in any business environment, these points are important:
· Is the problem defined?
· Establish context of the problem
· Break down the problem
· Make first hand observations
· Establish clear criteria for success

The way a company approaches issues, situations and obstacles greatly determines its level of success or failure. A popular Harvard study has shown that people with genius level of intelligence have a systematic way in which they resolve whatever they encounter along their path towards their goals. Problems need to be resolved systematically, quickly and efficiently, understanding as well unanticipated events and helping to handle them, and focusing attention. 

Example:
A number of years ago a colleague asked me to help her find a suitable negotiating course. I could have just gone to find her a course but I felt that I really needed to take the time to understand the problems which she faced. I sat down with her and we talked through the entire negotiating process. To my surprise she was very comfortable with all but one aspect of the process i.e. the final step. She found great difficulty in sticking to the price she had negotiated with the customer. I realized that her problem was not with negotiating but with assertiveness. Having discussed this further with both her and her manager we found a suitable assertiveness course and booked a place for her. A short while after the course both she and her manager took the time to thank me for identifying the real problem and they informed me that her work performance had improved substantially. (Coaching Positive Performance.com)

By adopting a systematic problem solving mindset they were able to identify the course which best met the needs of both the colleague and the organization.

When we find ourselves in difficulty we need to take the time to think through the issue thoroughly. If possible, we have to discuss it with a trusted person, colleague or a professional in the relevant area. A problem solving process takes more time to implement but we will resolve our problems quicker and more effectively.

A systematic problem solving mindset is essential in almost every area of our life and our work. Even with the best planning and preparation, things will go wrong for us sometimes. When this happens, our problem solving mindset will enable us to find the best path forward. We will be able to achieve our objectives quicker, help others to find solutions to their problems and reduce conflict and stress. When we have an effective problem solving mindset, we become a valuable resource for friends, family and colleagues. Even in the most pressurized of situations, we will be seen as an ally rather than a threat.

When we choose to ignore a problem; it doesn’t go away. Instead, it builds up in the background until eventually we are forced to deal with it. With a systematic problem solving mindset, we know that if we do not attempt to deal with the problem, we are creating a bigger problem which, when we are eventually forced to deal with, will be more difficult to resolve successfully. Therefore, when we see a problem, we need to be eager and willing to step up and attempt to resolve the situation.

When we refuse to deal with a problem, it rarely remains the same problem. Instead, it usually grows. 

Example:
A number of years back, I was working in a job where I was happy and enjoyed going to work each day. I had a good relationship with my boss, a man whom I still admire to this day. I only had one work colleague and we enjoyed a great relationship. Suddenly, one day we got notice that our little section was being moved to a new department but my boss was not moving with us. Being young and inexperienced, I assumed that everything was going to be the same with my new boss but I was sorely mistaken.  I could see early on that my new colleagues, one in particular, did not behave in the respectful manner which I had become accustomed to. Rather than tackle the issue, I chose avoidance as my strategy.

For some reason, we trust that if we ignore the problem, it will go away. In my situation, as in most situations, the problem continued to get worse. The colleague whom I had a major issue with was soon given authority over me. Had I voiced my concerns about her behaviour from the start, this probably would not have happened but from this point on my work life became a living hell. As I am a big man, I felt unable to defend myself against a woman as I feared that I would appear to be the aggressor. Unfortunately, this woman had become good friends with her boss so I felt that there was no one to turn to. I just kept practicing avoidance in the hope that it would all go away.
By not tackling her behaviour, I was effectively telling her that I was willing to accept it. This only encouraged her to push the limits even further and so my problems grew.

Thankfully, my harasser’s boss went on maternity leave. I knew this was the time for me to act. I immediately arranged an appointment with her replacement. At first, he tried to tell me that I was misreading the situation but then I took out a file full of all the evidence I had gathered over the duration of the harassment. I had recorded everything and even had copies of degrading emails which my harasser had sent to others. We soon agreed an amicable way to deal with the situation and I have had a great life since.

When problems exist, we have opportunities for change and improvement. It's essential to explore possible problems from the perspective of the different "actors” in the situation (objectives of the company, the work of the team, values, and so on).

What separates the good, or the great leaders, from the just so-so is the way and how they handle problems when they arise and how they prevent them from happening and derailing deadlines and the budget for example.

Management is not just about task management and schedules, we need to be able to relate to each member of the team and regularly check in with them. By doing this, we will gain the team’s trust, and their confidence.

A successful leader should have standing weekly or more frequent status meetings with team members, to check if everything was achieved as per the timeline; what issues, if any, anybody is facing and remove them; and, if required, re-plan certain tasks. A good manager checks in regularly with team members, either by phone or in person, to see how things are going and to see if there are any professional or personal issues that could affect the project, and which need to be addressed.

A primary task of ‘establishing the context’ is examining the business environment in order to locate potential threats (problems or concerns) and opportunities, which means determining if company standards and goals are not being met, if areas need improvement, if company changes will create problems or opportunities, and so forth. After the problems have been identified, companies must figure out which ones are to be solved first, determine possible solutions, and set up teams to implement the solutions. It is all about organizing and clarifying complex situations as well as identifying problems or concerns, establishing priorities, and devising measures to solve problems or address concerns.

Example:
The change audit examines changes in a company's environment, decisions, resources, and tasks to uncover any aspects that might lead to future problems. For example, the entry of a competitor in the business environment could lead to reduced sales and hence reduced profits. The resource audit can identify potential problems by detecting any inadequate resource allocations that may impede company goals and expectations. Finally, the activity audit can determine if company activities are conducted in conformance with plans and goals.

Good managers, however, will do proactive risk and quality management throughout and not just react to problems. During planning, the manager ensures that all critical stakeholders, e.g., sponsor, SMEs, end-users or other persons of influence, are identified and stayed engaged to minimize surprises and keep future problems at minimum to none.

As managers, we have to live with many factors we can’t control, from high fuel prices to difficult customers. But we can diminish the obstacles and can tackle problems better with a bit of effort.

We need to identify the real problems as they arise and determine what needs to be done. We solve problems all the time … but we need to look for the true cause, not just focus on apparent facts. Review and document how processes currently work (who does what, with what information, using what tools, communicating with what organizations and individuals, in what time frame, using what format, etc.) Diagnose the situation carefully so that our focus is on the problem, not just its symptoms to define and analyze root causes, and support the involvement of interested parties and the use of factual information. 

There are some problems which we will encounter that cannot be solved. When we find that the problem is not one which we can resolve successfully, rather than banging our head against the wall, we can determine the appropriate response to the situation.

While this first step may seem like an obvious step, identifying the problem and its context is not always as simple as it sounds. In some cases, people might mistakenly identify the wrong source of a problem, which will make attempts to solve it inefficient or even useless.
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[image: Image result for set goals]Goals provide vision and direction and help companies make choices and know which path to take. We need to make sure to state our goal(s) in terms that are clear, brief and measurable; this way we can evaluate the progress toward the goal, solve eventual problems, identify essential "must have" goals and "less essential to achieve" goals. 

As the team imagines the goal, it will identify benefits of achieving the solution to problems. This inspires a higher commitment, support and agreement on our goals from all. A goal statement includes the what, when, where, why, who and how of the ideal solved problem situation.

When we know the outcome, we can outline steps because we know exactly where we want to end up. Technical problems are uniformly simple in this way, but when we're dealing with people we don't have this type of predictability. Generally there's a variable level of capriciousness we have to account for when outlining our solutions. If we do not account for the unexpected, our plan will eventually render itself useless. Obviously, this is something we do not want to happen.

It is better to break down the problem by asking: 
· Who? person/group of occurrence, from whom, to whom, by whom, …
· What? item of occurrence, characteristics, shape, properties, …
· When? moment of occurrence, timing, frequency, duration, ...
· Where? location of occurrence, environment, setting, …
· How? method of occurrence, process, trigger, …

This is a good time to bring up an agreement process that helps to bring everyone to the same goals for agreement, but that isn’t easy. Consensus simply means everyone is in agreement or they can live with the agreement. If they cannot live with the agreement, the group or team has not reached consensus. Then, more discussion, understanding each other’s point of view, and keeping an open mind are required. This process requires cooperation, good intentions, and a willingness to be flexible about personal feelings and issues.

How many people we have met over the years who, when faced with a problem, rush straight in to trying to solve the problem before they have decided on the outcome they desire. When we are trying to solve a problem, we must first understand the true nature of the problem. Then, we must decide what solution we would like to achieve i.e. what is the end goal of the problem solving process. If we have no idea of the outcome we are trying to achieve, we will not solve the problem; we will merely change the problem.

Once the individual, group, or team has identified the problem, we should write it down in a clear and concise statement. We should also be able to write a goal statement that focuses on what is the successful end of the process. Making a goal statement also helps to see the gap between the problem and the goal. This whole process is about closing or fixing the gap between the problem and the goal. 

Problem solving skills are an everyday requirement if we wish to improve. Problem solving is something that we spend a great deal of time doing. However, in attempting to solve a problem, we occasionally forget to ensure that we are tackling the real problem. 

Example:
An entire industry has been created to try to help people to get more done. Technology and software have been invented to assist with the effort. However, the problem is rarely the quantity of work being done by the individual. More commonly, it is a matter of the individual not getting the right things done. In these circumstances, helping the individual to do more is not the solution as they only end up doing more of the wrong things.  

A great deal of stress could be prevented if we first took the time to identify the most important problems/challenges that we face i.e. our priorities, our goals. We can then spend the majority of our time focusing on these priorities. 

Identifying and focusing on priorities forms the foundation of an effective and systematic problem solving mindset. In order to effectively solve a problem, we need a clear goal. 

3. - Analyze Factors
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Once we have developed a systematic problem solving mindset, we will realize that we need to stand back and analyze a problem before we rush in to solve it. We will then enter the problem solving phase with a clear understanding of what is wrong, what it is costing us and, what we would like to achieve as a result of our efforts. With this approach, our chances of success are greatly elevated.

This step is to research the problem as fully as possible. This is where we:
· Understand fully how different people perceive the situation.
· Analyze data to see if the problem really exists.
· Explore the best ideas that our competitors have had. 
· Understand customers' needs in more detail.
· Know what has already been tried.
· Understand fully any processes, components, services or technologies that we may want to use.
· Ensure that the benefits of solving the problem will be worth the effort that we will put into solving it.

Analyzing all factors in a problem solving process includes two different kinds: 
a. - before the facts                  b. - after the facts

Before-the-fact problem: entails discovering deficiencies before they have an impact on performance, before they result in deviations. This kind of problem finding requires a forward-looking problem-solving style.

After-the fact problem: because of the difficulty associated with identifying problems before they occur, most companies do not attempt to identify problems until after they experience their effects. Companies attempt to discover the problems at this point to avoid recurrence. After-the-fact problem identification usually focuses on company operations: production, sales, training, research, and so on.

The purpose of this step is to select the strategy that best solves the problem. From the list of causes generated in our previous step, the team should brainstorm and strategically plan solution strategies. Fishbone diagrams and benchmarking can be helpful for this step. Then the team must reach consensus on the best possible strategy to solve the problem. This strategy should have the highest likelihood of success.
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The Ishikawa fishbone or cause and effect diagram can be used to represent problems and to help identify their causes. All of the possible major and minor causes of the end effect are enumerated along the "bones" of the diagram. Major causes might be environment, equipment, funds, methods, personnel, or training. Then all of the possible causes are evaluated to see if they might cause the problem under consideration. 

Whatever method a company uses to identify problems, it must make sure that it discovers actual causes and not "red herrings" or things that superficially resemble causes at first glance. Hence, this step of problem solving involves ruling out possible causes to arrive at actual causes, which may entail sorting through a quagmire of possible causes and effects.

This step asks “What are all the possible causes of this problem?” Failure to identify the causes or reasons for the problem often causes us to have to solve it again and again. Fully 25% or more of problems can be effectively dealt with by discovering the correct causes.

Understanding the problem we're trying to solve is often the most difficult step because it's easy to focus on the wrong part of the problem, or look at the problem too broadly. We need to break the problem down into its simplest form. 

For example 
A normal response could be:
· Equipment Failure
· Human Error
Most Times the real cause of the problem turns out to be much more. Such as:
· Process or program failure
· System or organization failure
· Poorly written work instructions 
· Lack of training

‘Analyzing factors’ effectively, we can confirm our view of the situation, and ensure that all future problem-solving is based on an accurate view of reality. We should know roughly what the problem is, and we should have a good understanding of the facts relating to it.

We can start breaking down the problem into subcomponents. For example, our profit problem breaks down into revenue issues and cost issues. The revenue side breaks down further into price and volume issues. On the other side, we've got fixed-cost, variable-cost, and semi-variable-cost issues. As we break the problem down and identify all the possible issues, our odds of finding the true root cause skyrocket. This process also lends structure to our problem solving so we can be deliberate in our investigation and analysis.

Of course, we don't always have unlimited money, time, and other resources to solve a problem. Before we begin to solve a problem, we need to determine how high priority it is. If it is an important problem, it is probably worth allocating more resources to solving it. If, however, it is a fairly unimportant problem, then we do not want to spend too much of our available resources into coming up with a solution.

Example of analyzing factors:
Consider a broken computer that needs to be fixed. All we know is that the computer turns on and makes a strange noise, but it refuses to boot up. We don't know anything more than this, but we still want to fix the computer. 

With most problems, we have to do a research to figure out what's truly wrong. We start using the clues we have to find new clues until we have the answer we're looking for. In the case of the broken computer, we consider what we already know: 

The computer won't boot up and it's making a strange noise. In this case, we're not necessarily being detailed enough. What does the noise sound like? For the purposes of this example, it sounds like clicking—almost like a ticking clock. From here we can easily search online for more information about a broken computer making a clicking noise and we'll discover that the broken component is likely the hard drive. Now we know the actual problem: our hard drive is dead. The solution: it needs to be replaced. 

From here we can move forward and plan how to solve it.

Sometimes we may realize that something is not working in our business, but we may not be able to put our finger on it. We have to take the time to identify exactly what difficulty repeats itself and put it in detail so that we get a clear picture of who or what disrupts the profitable flow of our business operations. Identifying the problem doesn’t tell us the cause. 

Example:
If an employee constantly disrupts meetings, we might dig into the cause and find out she feels her talents get overlooked. We can address that then. Or if products continually ship late, we might discover that a piece of machinery constantly breaks down. 

Finding the cause will suggest solutions; now that the problem is defined, we can analyze it to see what the real bottom-line cause is. Often people get caught up in symptoms or effects of a problem or issues and never get down to the real cause. They get mad at someone’s attitude, anger, or actions, which are not the cause of the problem. The key here is to focus everyone’s efforts on analyzing the problem for the real cause. Once the cause is found, plans can be made to fix it.

Analyzing therefore means to gather information, if there is not enough information, we need to figure out how to research and collect it. Once the information is gathered, we take a very close look at what is going on and try to come to consensus on why the particular problem or issue occurs.

Identify problems. That sounds simple enough, but sometimes problems are tied to very emotional issues. Egos could be connected to the problem or the possible solution. Because the emotions are a part of the process, people could miss reading the problem. So, the first step for everyone involved is to step back from the issue. The individual or group involved should take a look at “what is really causing the difficulty.” This should be thoroughly thought through and agreed upon so everyone is on the same page.

These are important aspects to consider:

· Taking a systematic approach to solving problems; referring to procedures and precedents, as necessary, before making decisions.
· Identifying where to get information; researching information relating to a problem, establishing root causes and the contributing factors to the problem.
· Separating relevant from irrelevant information; reviewing all the information gathered to understand the situation and draw logical conclusions.
· Establishing different points of view and stakeholders’ interest, related problems and potential solutions.
· Thinking critically and creatively to identify possible solutions, considering cause and effect of each option.
· Ask for opinions - Speak to at least three people to get alternative views on the problem and your solutions.  This will help you frame problems and establish if your solutions are on the right track.
· Brainstorm - this is a popular technique for enhancing creativity and finding solutions; however, recent research shows that individuals generate more ideas when working independently than when working in a group.  Spend time writing down all the factors, considerations and solutions which pop into your head, however outlandish they may seem, before joining with others to discuss the options.

It is important to prepare a list of most probable root causes of the problem (common and special cause variation), a selection by team of the primary root causes of the problem to be eliminated.

Many times we reject the importance of this step because we allow ourselves to be trapped in a paradigm where we need to take immediate action, producing solutions – so that we are efficient.  I’m all for efficiency, but efficiently solving the wrong problem is not helping anyone. Sometimes it pays to slow down.  Slower often can be faster . . . and better.

4. - Evaluate Options
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Now that the problem has been analyzed, the group can begin to develop possible solutions. This is a creative as well as practical step where every possible solution or variation is identified.

In this step we can use the brainstorming process as well to generate as many solutions as possible. There are no wrong answers here, and judgments should not be passed on another person’s suggestions. Toward the end of this brainstorming session, we allow time for each person to clarify his or her suggestion so there is a common understanding for a later selection.

At the heart of finding the best solution, there is the fact of weighing the pros and cons of possible solutions, by finding potential solutions to a problem, identifying the positive and negative aspects of each solution, and choosing the best solution based on these considerations. This method assumes that both the problem and the potential solutions are already well identified. While using a list of pros and cons is simple and requires little expertise, more complex problems require more sophisticated approaches.

Considering multiple alternatives can significantly enhance the value of our final solution. Once the team or individual has decided the “what should be” model, this target standard becomes the basis for developing a road map for investigating alternatives. Brainstorming and team problem-solving techniques are both useful tools in this stage of problem solving.

Many alternative solutions should be generated before evaluating any of them. A common mistake in problem solving is that alternatives are evaluated as they are proposed, so the first acceptable solution is chosen, even if it’s not the best fit. If we focus on trying to get the results we want, we miss the potential for learning something new that will allow for real improvement.

Is the solution identified?
· Avoid preconceived solutions
· Consider multiple solutions
· Evaluate all possible solutions
· Pick the best solution(s)
· Consider multiple countermeasures
· Developing countermeasures is a creative process
· Do not jump to preconceived solutions
· Consider all proposals

Skilled problem solvers use a series of considerations when selecting the best alternative. They consider the extent to which:
· A particular alternative will solve the problem without causing other unanticipated problems.
· All the individuals involved will accept the alternative.
· Implementation of the alternative is likely.
· The alternative fits within the organizational constraints.

Postpone the selection of one solution until several alternatives have been proposed. Having a standard with which to compare the characteristics of the final solution is not the same as defining the desired result. A standard allows us to evaluate the different intended results offered by alternatives. When we try to build toward desired results, it’s very difficult to collect good information about the process.

Too often, when trying to solve a problem, people jump at the first solution that comes into their head. In our experience, the first solution is of course, not always the best or most appropriate solution. It is best to take a period of time to generate as many potential solutions as possible inviting all of the relevant stakeholders to offer their thoughts. Then, together, we can evaluate each potential solution to determine which one is most likely to bring about the conclusion that we are seeking.

When we have a clear list of everything that is potentially the cause of our issue, we can start to easily figure out a solution for each one of them. 

For example: 
Let’s say I run a store and sales of bicycles are down. That’s my problem. While writing down the causes, I find that the closest competitor has 15% cheaper prices. So my solution then would be to either make my prices more competitive or accentuate the reasons why my bikes are at a premium (such as better quality, longer lasting, etc.). 

Like this, we will end up with a solution to each and every one of the “causes”, and once we've laid out all the issues, we start thinking about ways to solve each one. We don't actually begin putting solutions into action; we just identify possible solutions for each issue. Those possible solutions become the hypotheses we're going to prioritize, analyze, and evaluate. 

Example: 
If we have a volume issue on the revenue side of things, we might suggest entering new markets, launching a new product, or expanding distribution channels. All those ideas focus primarily on driving volume. Those are our initial hypotheses for that particular issue.

Once we've constructed a full list of hypotheses that could solve all the issues, we need to prioritize our efforts. We could waste much time in our problem-solving discussions if we go out and try to prove or disprove every hypothesis instead of focusing on the ones that could have the biggest chance, focusing on things that are irrelevant instead of focusing on those relevant issues that can solve the problem.

A common difficulty during this stage is negative thinking – we or our team might start using phrases such as "We can't..." or "We don't," or "This costs too much." To overcome this, we have to address objections with the phrase "How might we...?" This shifts the focus to creating a solution.

The best at this stage is to generate as many problem-solving ideas as possible. Ways of doing this range from asking other people for their opinions. We should also try to look at the problem from other perspectives. We don't need to evaluate or criticize ideas during this stage. Instead, we just concentrate on generating ideas. Impractical ideas can often trigger good ones! We can also use the Random Input technique to help us think of some new ideas.

We need to consider:

· Making good decisions: identifying a logical solution that takes all factors into account and is consistent with the needs of the organization/group and its stakeholders.
· Recommending a solution and justifying its merit and the logic behind the decision process.

Then we write out as many solutions or answers to the situation as possible before moving on. The quantity of possible solutions usually determines the quality of the solution chosen. To make a clear decision, is not easy sometimes, but surely, any decision is better than none.

5. - Plan
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"The journey of a thousand miles begins with a single step, and a plan." 

It's clear that conflict has to be dealt with, but the question is how: it has to be dealt with constructively and with a plan, otherwise it's too easy to get pulled into the argument and create an even larger mess.

Now that the team understands the others' positions and the different options, it must decide what decision or course of action to take. With the facts and assumptions considered, it's easier to see the best of action and reach agreement.

Now that there are a wide variety of possible solutions, it is time to select the best solution to fix the problem given the circumstances, resources, and different considerations. Here the group is trying to figure out exactly what would work best given who they are, what they have to work with, and any other considerations that will affect the solution.

There are always a number of things that can affect a solution: money, time, people, procedures, policies, rules, and so on. All of these factors must be thought about and talked through. The group should prioritize the solutions into what would work the best.

This is a slow process of elimination. There may be some possible suggestions that are immediately eliminated. Eventually, the group boils down the choices to one or two best solutions. The group should then discuss those solutions and come to consensus on the best solution.

At this point the group should reach a clear PLAN of action to track the solution, gather information on how it is working, and make necessary adjustments.

All we really need to do to solve any problem is distill it into its simplest form, create a plan that consists of actionable steps to solve the problem, and make that plan flexible enough so that we don't become discouraged. Doing these things won't necessarily make the problem easier to solve, but it will clarify the unknown and provide a means of actually achieving the solution.

A problem is just a problem if we don't have any means of finding the solution. We may know the result we're looking for, but if we don't have steps to get there it'll be too far to reach. To get from point A to point B, we need a plan with actionable steps. To figure out those steps, we need to ask ourselves what's barring us from moving forward and make that step one. Step one will open doors to other steps. We’ll consider which steps will open more doors, add them to the plan, and keep doing that until we get to our solution. Things will change as we act on the plan and we'll need to adapt, so it's best to keep our plan somewhat open-ended and try to include steps that involve preparing for trouble we can foresee. 

If we end up with a useless plan, it's hard to stay motivated because we might think we've failed. We haven't, but it may be that we’ve just fallen into a common trap of creating a plan that isn't flexible enough to account for surprises along the way. We not only need to make our plans flexible, but we want to try and plan for surprises as well. We won't always know what they are, but we can make educated guesses and be a little more prepared to deal with issues when they arise. This will help keep us motivated when solving problems that take more time, as these surprises won't be so devastating if we're ready for them. 

Assuming we've received 100% honest information our plan becomes useless. This is fine, as most problems we will encounter will throw us a few surprises and our plan will have to change. The important thing is that we recognize these surprises. Having a plan doesn't mean we eventually get what we want and always succeed. For that reason, it helps to account for failure as well. It might not be an ideal outcome, but we know that if we fail, we'll still have another plan to put in act.

Let team members know, up front, who is responsible for what – and clearly lay out expectations. Proactively setting up the decision-making structure, including where all the key stakeholders fit in, is critical.

Let's take a look at what we just did:
1. First, we figure out the problem
2. Second, we create an initial plan, starting with the most urgent step that would open doors to new steps. We do not know the outcome, so we need to speculate.
3. Finally, because the outcome in our initial plan isn't assured, we modify the plan to account for potential surprises so we can adapt to any new information we encounter along the way. We also plan for failure so we know we will be okay no matter what.

Before we begin to assemble a team to address the problem, we need to plan our approach. This means thinking about who will be on the team, what our time frame is, and what resources we'll need to address the problem at hand.

Following these steps is generally the easiest way to solve a problem. 

· Assign the task to a person (team if necessary) knowledgeable of the systems and processes involved
· Check the defined the problem
· Collect the analyze facts and data
· Systematically reduce the possible theories and possible causes using the facts
· Develop the possible solutions chosen
· Follow the defined action plan (e.g., improve communication, revise processes or procedures or work instructions, perform additional training, etc.)

Once we've selected an idea, we develop it as far as possible. It's then essential to evaluate it to see if it's good enough to be considered worth using. Here, it's important not to let our ego get in the way of our common sense. If our idea doesn't offer a big enough benefit, then we either see if we can generate more ideas, or restart the whole process. (We can waste years of our life developing creative ideas that no-one wants!)

Once we've selected an option, and are confident that the option is worthwhile, it's time to plan its implementation. Action Plans help us manage simple projects as these lay out who, what, when, where, why and how of delivering the work.

When we're breaking down a problem into a plan, we only want to get as specific as is necessary to move forward. If we get too specific, surprises will often trip us up. If we're not specific enough, we won't know what to do next. The goal is to create steps that keep us moving but don't trap us when the situation changes. But we create a well-defined plan (strategy) to solve the problem selected.

There's only so much planning that we can do. We can't plan for everything because some things are difficult to plan for. The best thing that we can do is to learn from our mistakes, and also share what we've learned so that others can avoid making the same mistakes that we did. There is always going to be some level of risk, but we have to make a decision. We need to be careful just not to let the fear of risk stop us. We need not to forget to balance our time between planning and doing. If we spend all our time planning, then we may end up planning to do nothing and solving no problem at all.

Examples:
1. - In the example of a PC not working, our plan might look something like this:
1. Search online for instructions on how to replace the hard drive.
2. Purchase a replacement hard drive.
3. Install replacement hard drive.
4. Restore data to the new drive using a backup (because we were so responsible and set up a great automated backup plan before our drive died). Easy!

2. - I’m sure we’ve all reached a point in a project or task and had the: “OK, now what?” moment. 
“I’ve recently taken up some carpentry projects as a functional hobby, and I have developed a great respect for the importance of advanced ‘planning’. It’s frustrating to get to a crucial point in building or fixing something only to realize that you have to unscrew a support board that you already screwed in, have to drive back to the hardware store to get something that you didn’t think to get earlier, or have to completely start over. So, problems cannot be solved without proper planning.

6. - Communicate
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Communication is one of the most frequent activities we engage in on a day-to-day basis. Success in communicating depends on the communication choices we make and awareness about the factors that can influence how messages are delivered and reacted to by others. The more we know about communication, the better our chances of solving problems effectively.

In addition to understanding communication and conflict theory, we must become competent in a variety of basic communication skills and develop a working repertoire of conflict management skills. A lengthy list of abilities and tactics can be specified for advanced conflict management. However, two basic communication skills are required if we hope to manage conflict productively: 
· listening 
· asking questions

Communication techniques are useful for everyone in the workplace. Good communication enhances relationships between the individuals. But even at the best of times, it can be difficult to talk about sensitive topics.

Agree to communicate – The most important thing throughout the resolution process is for everyone to keep communications open. The people involved need to talk about the issue and discuss their strong feelings. Active listening is essential here, because to move on we need to really understand where the other person is coming from.

We have to take time to make sure that each person's position is heard and understood remembering that strong emotions are at work here so we have to get through the emotion and reveal the true nature of the conflict. 

It is important to clarify positions – Whether there are obvious factions within the team, who supports a particular option, approach or idea, or each team member holds their own unique view, each position needs to be clearly identified and articulated by those involved. This step alone can go a long way to resolve the conflict, as it helps the team see the facts more objectively and with less emotion.

Example:
Sally and Tom believe the best way to market the new product is through a TV campaign. Mary and Beth are adamant that internet advertising is the way to go; whilst Josh supports a store-lead campaign.

List facts, assumptions and beliefs underlying each position – What does each group or person believe? What do they value? What information are they using as a basis for these beliefs? What decision-making criteria and processes have they employed? 

Sally and Tom believe that TV advertising is best because it has worked very well in the past. They are motivated by the saying, "If it ain't broke, don't fix it."
Mary and Beth are very tuned-in to the latest in technology and believe that to stay ahead in the market the company has to continue to try new things. They seek challenges and find change exhilarating and motivating. Josh believes a store-lead campaign is the most cost-effective. He's cautious, and feels this is the best way to test the market at launch, before committing the marketing spend.

Analyze and dissect each position, and the associated facts, assumptions and beliefs. Which facts and assumptions are true? Which are the more important to the outcome? Is there additional, objective information that needs to be brought into the discussion to clarify points of uncertainty or contention? Is additional analysis or evaluation required?

By considering the facts, assumptions, beliefs and decision making that lead to other people's positions, the group will gain a better understanding of those positions. Not only can this reveal new areas of agreement, it can also reveal new ideas and solutions that make the best of each position and perspective.

We need to remain open, rather than criticize or judge the perceptions and assumptions of other people and listen to all solutions and ideas presented by the various sides of the conflict. Everyone needs to feel heard and acknowledged if a workable solution is to be reached.

Now that all parties understand the others' positions, it's easier to see the best of action and reach an agreement.

In our example, the team agrees that TV advertising is the best approach. It has had undeniably great results in the past and there is no data to show that will change. The message of the advertising will promote the website and direct consumers there. This meets Mary and Beth's concern about using the website for promotions: they assumed that TV advertising would disregard it. 

Ideal communication, especially when problematic situations are involved, should consist of a number of elements:
· Clear communication. This will increase our chance that the message we intend to send is the one that is received.
· Willingness to listen to concerns and worries of other members.
· Use of language that is understandable to all persons involved.

Communication problems in business typically stem from misunderstandings. These often result in hostility and accusations. Recognizing situations caused by communication issues in the workplace usually also involves helping employees solve problems without blaming others. Some problems occur from using ineffective communication techniques. Poor listening skills, for example, can lead to unnecessary conflict. Communication problems waste time, money and productivity.

Disagreements can arise among committee members or project managers over how to solve problems facing a project or business. Using good communication skills can help the group find solutions.

When expectations are not clearly stated, facts seem obscured or business objectives remain unclear, problems arise in companies. It is important to encourage employees to avoid emotional reactions, use active listening techniques and provide only constructive feedback to produce collaborative environments where everybody succeeds to make the business profitable and sustainable.

As we saw already, the most important thing throughout the resolution process is for everyone to keep communications open. The people involved need to talk about the issue and discuss their strong feelings. Active listening is essential here, because to move on we need to really understand where the other person is coming from.

Don’t forget: It is very important to actively engage the others to ensure:
· Understanding of the initial problem 
· Clarity on who will conduct and contribute to the problem solving process
· Agreement on how the problem will be owned, tracked, and on which whiteboard(s)
· Acceptable target dates
· Clarity on how the resolution will be communicated

The following communication rules can improve problem solving:
· State your problem and interests. Acknowledge others' problems and interests. Avoid name calling and answering a complaint with another complaint.
· Listen to the other parties and know their interests.  Ask “why,” “why not” and “what if” questions to better understand. Use silence to demonstrate you are willing to listen or to help move the other side into a position to listen more effectively to you.
· Offer an apology when appropriate.
· Stay in the present and the future. The past has already been lived.
· Stick to the present topic.
· Look for areas of agreement.
· Set the time for the next discussion and take a time out if the discussion deteriorates.
· Use mutual restating until a party who continues to feel misunderstood feels understood appropriately.
· State requests for change in behavioral terms. Don’t ask for changes in attitude or feeling just to be different.
· Consistently express verbal and body messages. If negative feelings must be expressed, only use words. Show confidence in the process, relax, use good eye contact and show interest.

Nonverbal communication is important. The persuasiveness of a message depends on nonverbal communication which includes facial expression, movement and gestures. Voice communication, which includes the tone with which the message is conveyed such as confidence, desperation, anger or condescension. Data communication as well, which includes the actual meaning of words and any supporting information.

We can listen to each other and still have differences. So we need to listen to understand, accept that what the other person is saying is true for him/her, respect the others’ feelings, repeat for clarification, find a point of agreement, state or restate our own opinion, acknowledge another’s statements and state “I will give it serious consideration before I take further action.”

One of the biggest obstacles to problem solving is the apportioning of blame. When we use the language of blame, others take offence and go on the defensive. They are then less likely to engage in any attempts to resolve the situation. To prevent this from happening, it is imperative to be able to give an accurate, detailed account of what has occurred. If we are unsure of some of the details, we have to say so and not to try to fill the gap with assumptions as somebody is likely to offer a contrary view, thus leading to an unnecessary argument.

When we genuinely listen to people, and take an interest in what they say, this communicates itself to the person speaking. We will naturally begin to do verbal and physical gestures. We will also find that we are inclined to ask questions and reflect. When we listen actively, the speaker feels valued and appreciated thus encouraging them to be more open, trustworthy and helpful as we try to resolve the problem.

When we receive feedback, we listen carefully and repeat what we heard, we need to ask to fully understand, say thank you and state that we will consider their comments before taking further action, reflecting seriously on what we heard before taking further action.

When we give feedback we have to separate the behavior from the person, be specific and factual about behaviors, avoid value judgments and demands for a change in attitude or emotion, describe how we feel, describe how this affected us, and be sensitive and respectful, and present this feedback as a gift, then leave it behind.
 
We have to consider all perspectives and learn to consider problems and solutions from other people’s points of view, thinking how potential solutions will affect individuals and stakeholders.

Examples:
Ambiguous communication:    “We don’t communicate enough.”
Clearer communication: “I would like if we could talk more about the new plan for this new project.”
Ambiguous communication:    “I wish you’d be more attentive.”
Clearer communication: “I would like if you would put down what you’re doing and listen to me.”
Vague: “I thought what you did yesterday was wonderful.”
Specific: “Helping our team with the problem yesterday was very nice of you. It made me proud.”

Culture shapes and frames each individual's interpretation of appropriate behaviors during conflicts. The fact that cultures have different rules for conflict was illustrated by a Vietnamese MBA student in a negotiation class:

He commented that Americans have difficulty doing business in Vietnam because they do not understand that when a contract is signed it is only the beginning of the negotiation for the Vietnamese, but the Americans think the negotiations are over.  

Conflict across cultures, whether across nations or across the diverse cultures within a country, may exacerbate the routine difficulties of conflict management.  

7. - Implement

[image: Image result for implementation clipart]This is the do stage where we develop a plan for implementation. These elements are important in the implementation process:

· We set a step-by-step process or actions for solving the problem
· We need a communication strategy for notifying our stakeholders. Where important or necessary, we inform those who care for us and/or will be affected by the change or new solution; we need to prepare them as necessary about our decision
· Resource identification/allocation
· Timeline for implementation
· The successful application of the analysis and determination of causes should result in the elimination of the problem
· Implementing the solution and monitoring results.
· Solving problems creatively and adapting to novel situations.

Leaders may be called upon to order the solution to be implemented by others, “sell” the solution to others or facilitate the implementation by involving the efforts of others. The most effective approach, by far, has been to involve others in the implementation as a way of minimizing resistance to subsequent changes.

Feedback channels must be built into the implementation of the solution, to produce continuous monitoring and testing of actual events against expectations. Problem solving, and the techniques used to derive elucidation, can only be effective in an organization if the solution remains in place and is updated to respond to future changes.

Once our team reaches consensus on the solution and agrees on a permanent solution, we need to make sure that we test it thoroughly before we fully implement it. We’ll monitor this new solution closely for an appropriate period of time to make sure that it's working correctly, and ensure that there are no unexpected side effects.

We have to assign clear responsibilities for carrying out the decision and then set a deadline for completion and review. A decision without a deadline is just a fruitless discussion.

For larger projects, it's worth using formal project management techniques. By using these, we'll be able to deliver our implementation project efficiently, successfully, and within a sensible time frame.

[image: https://encrypted-tbn0.gstatic.com/images?q=tbn:ANd9GcSIHSqcK9vWGVZMP0h1A-6_smz6n__LrA5D5_eLdXX-W3ci2llu]Where our implementation has an impact on several people or groups of people, it's also worth thinking about change management. Having an appreciation of this will help us assure that people support our project, rather than opposing it or cancelling it.

· Follow up targets closely
· Execute with rigor
· Validate with all the people involved

Tips for accurately executing solutions:
· Divide solution into easily manageable steps that can be monitored.
· Do not start unless plan has been finalized – including how to measure that solution has been a success.
· Include everyone affected by the solution in the implementation process.
· Keep everyone informed about what is happening, the plan, the goal, and how effectively things are being done.
· Be sure everyone knows what they have to do, and stay in close touch with your manager.
· Do not take anything for granted. CHECK, CHECK, CHECK!
· Put effort on reducing the time taken to implement the actions.
· Create buy-in from all stakeholders.
· Execute with discipline.
· Include follow-up actions in planning.

8. - Monitor and Review
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In this final step we revise it all. Did the solution work? If not, why not? What went right and what went wrong? What adjustments does the team have to make, to make the solution work better?

This is a careful analysis stage that improves upon the best solution using the information gathered during the previous stages. After this analysis the team is ready to act upon their findings and the problem should be solved or better under control.

Effective problem-solvers tend to monitor their progress as they work towards a solution. If we are not making good progress toward reaching our goal, we will reevaluate our approach or look for new strategies.

After a solution has been reached, it is always important to evaluate the results to determine if it is the best possible solution to the problem. This evaluation might be immediate, such as checking the results of a problem when possible, to ensure the solution is correct, or it can be delayed, such as evaluating the success of a therapy program after several months of treatment for example.

[image: Image result for review clipart]Evaluate the possible impact of new tools and revised policies in the development of a model of “what should be.”
· Check your work
· Is the work correct in every detail?
· Are my assumptions reasonable?
· In terms of the things I know, do the results make sense?
· Are the results good enough to act on, or must I refine the solution?

To follow-up, monitor the decision, compare actual results with expected results and then generate new solutions and new courses of action. Remember that continuous improvement means continuously addressing root causes not symptoms or appearances.

· Progress monitoring is essential
· Examine team performance
· Evaluate the effectiveness of instructions and implementation.
· Measure the impact
· Ensure long term elimination of the problem

Is the solution effective?
· Has the Action Plan been followed?
· Has the solution eliminated the problem?
· Are there sufficient data and facts available to make a sound assessment?

When solution is implemented, we need to check if the result is in line with our target
· Assess
· Does the problem recur?
· Are additional actions required?
· Has this been solved long term as well as short term?
· Have the criteria for success been fully met?
· Measure
· Check against KPIs
· Operational data

Take action to ensure the sustainability of the solution

Ensure new procedure is documented
· And communicated – training sessions, etc.
· Make sure new procedure is being followed
· If it’s not 100% solved – tackle it again

This step develops an ongoing process to assure that the gains stay in place for the long term. Sometimes a problem is solved and then later resurfaces. This happens when a solution is determined, but a system or process to keep the problem solved has not been successfully adopted. Permanent changes need to be implemented. This means revising the existing procedures. The new improved process will need to be tracked over time; the process must be checked frequently to maintain improvement. This also helps everyone to stay aware of opportunities to continuously improve the process where the problem occurred.

The last step in the process is to celebrate and reward our team's success, saying "thank you" to everyone involved, and being specific about how each person's hard work has made a difference, acknowledging the contributions everyone made toward reaching a solution. This can build team cohesion and confidence in their problem solving skills, and can help avert further conflict. If appropriate, we plan a party or a celebration to communicate our appreciation.

Before the team disbands, we can conduct a Post-Implementation Review to analyze whether our solution is working as we thought, and to improve the way in which we solve problems in the future.

When we're sure that the permanent solution has solved the problem, we gather our team together again to identify how we'll prevent the problem from recurring in the future. We might need to update our organization's standards, policies, procedures, or training manual to reflect the new fix. We'll likely also need to train others on the new process or standard. Finally, we'll need to consider whether to change our management practices or procedures to prevent recurrence.

· Monitor and assess results of the action plan for appropriateness and effectiveness
· Repeat analysis if problem persists- if it persists, did we get to the root cause?
· Identify methods, procedures and materials that are research-based
· Describe plan of action
· Include specific goals
· Progress-monitoring plans included

Finally:

By moving through these stages we ensure that we solve the most significant problems with the best solutions available to us. As such, this process can help us to be intensely creative.

Some problems, such as fixing a broken computer, can be pretty easy to solve if we have the right knowledge. Others can be very overwhelming because answers are unique, difficult to find or takes time and experience to resolve, not to mention several other complications. 

A systematic problem solving mindset is crucial always. When we have a problem solving mindset we understand the difference between actually solving the problem and, merely changing the nature of the problem. When we have a problem solving mindset we have a range of skills and attributes which enable us to find the most appropriate solution to implement, in order to bring about the desired change. As we implement these skills and gain confidence in our ability to use them, we will deal with any problems that may arise, quicker and more effectively. As a consequence, we will improve the quality of the results that we achieve in all areas of our work and life.

Problem-solving is one of the most fundamental life skills. Every day, we encounter problems of all shapes and sizes. When we have the skills to solve these problems successfully, we can progress through life much quicker. 

Other examples of problem solving:

1. - For instance, a college sophomore worked in a sandwich shop the summer before her junior year abroad. She worked two jobs, scarcely having time to eat and sleep. She was invited to a party at a cabin in the wilderness, and she really wanted to go. She worked overtime on one day then asked for a day off from the sandwich shop, but the employer was reluctant to say yes, since the student was the only one the employer trusted to open the shop and keep the till. For an angry moment, the employer – who was interfering with what the student wanted to do – and the student each seemed to the other like the source of the problem. Goals appeared incompatible, no one else was available to open (scarce resource), and the two parties were interdependent because the student needed the job and the owner needed her shop opened and the cash monitored. She was about to say, "No. I'm sorry, but I can't cover you." The student volunteered to train someone else, on her own time, to cover for her. The problem was solved, at least for this round, and the conflict was avoided. 

But if the student had quit in disgust or the employer had said no, both would have sacrificed important goals. The student’s and the employer’s willingness to look beyond the immediate obstacle to how they could get around it enabled them to resolve the immediate conflict. Management of future conflict, however, involves developing long-range goals and a process for achieving them.

2. - If your problem is one of trees dying, ask "Why do I want to keep trees healthy?" This might broaden the question to "How can I maintain the quality of our environment?"
A "What's stopping you?" question here could give the answer "I don't know how to control the disease that is killing the tree."
Big problems are normally made up of many smaller ones.

3. - A large cosmetics company had a problem that some of the soap boxes coming off the production lines were empty. The problem was quickly isolated to the assembly line, which transported the packaged boxes of soap to the delivery department: some soap boxes went through the assembly line empty.
The management asked its engineers to solve the problem. They spent much time and money in devising an X-ray machine with high-resolution monitors manned by staff to watch all the boxes on the line to make sure they weren't empty.
A workman hearing about this came up with another solution. He got a powerful industrial fan and pointed it at the assembly line. As each soap box passed the fan, the empty boxes were blown off the line. Moral: the simplest solution is usually the best!
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