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1. Prepare: Do your homework and talk in advance 

 Where does each side stand on the conflict? 

 What do they care most about? 

 What losses do they fear? 

2. Establish ground rules 

 Propose rules to make it safe to discuss the conflict (confidentiality, stay in the room, 

brainstorming) 

 Set the agenda, frame the issue with the overall mission, and keep it at the center 

3. Get each view on the table 

 Invite each member to articulate values, loyalties, and competencies that inform their 

view 

 What commitments does each member have to those not present? 

 What are the perspectives of those not present? 

 What are the potential and nonnegotiable losses? 

4. Orchestrate the conflict 

 Starkly and fairly articulate the competing claims and positions heard 

 Expect tension to rise as each member recognizes the deeply held and competing values 

and non-negotiables each member is unwilling to lose 

 Look for signs of avoiding the conflict, minimizing differences, changing subject 

 Continue to remind people of the purpose and importance, and why it is difficult 

5. Encourage accepting and managing losses 

 Ask members to reflect on nature of the losses they would be asking their constituents 

to accept and how they would work to reshape and reframe expectations and loyalties. 

Give time to sit with these losses—hours, days, weeks, months 

 Continue to reflect as a team while maintaining confidentiality 

6. Generate and commit to experiments 

 Share individual strategies for working with constituents and collective strategies for 

tackling adaptive challenge 

 Generate consensus to try several strategies to tackle adaptive challenge 

 Together evaluate results; share lessons and insights 

7. Institute peer leadership consulting 

 To maximize the chance of success, create opportunities and expectation for peer 

consulting; consult with one another on the “headaches” they’ve given one another 

 Establish a new norm and share responsibility for the whole 
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