PILLAR IV

compassionate Collaborator

None of us 15 perfect by ourselves. .. —Robert Greenleaf

A Servant-Leader strengthens relationships, supports diversity,
und creates a culture of collaboration.

o Tnvites and rewards the contributions of others.

e Pays attention to the quality of work-life and strives to
build caring, collaborative teams and communities.

¢ Relates well to people of diverse backgrounds and interests
and values individual differences.

* Manages disagreements respectfully, fairly, and
constructively.

Core Competencies

1. Expresses Appreciation
- Builds Teams & Communities

3. Negotiates Conflict

Together

Everyone
Achieves

More

he
co
Intemationalncurrent workshop at the Fourteenth Annual

ship wa

Conference of the Greenleaf Center for Servant
S packed full. Ten of us were jammed around a table

eade
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. gracious il mr..:.:.._m nrmw:. work, Bave us vngm_. g
always & terrific exercises from the Session, $iog
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F i Golemaswork on emotons g o
measure of emotional and mmn:; nwEvo.ﬁsnm. Tod, ang
the mO.. .u introduce the concept o.m team Enmp_ﬁmnno.. Sm«w We
would like ﬁwé,o% simulation to provide you with ap OPportuyg ave
nR,,:n.m a amu e power 8 nd synergy of collaboratiop » Yo
n.éﬂwmma instructed to gather around one of the ..mvﬂa@ Boy
.+ 4 corner of the room. There, on the table, wqq i X
stations in 2 twenty objects. We were allotted g fey, i 58
box n.onﬁ_sﬁm ms in silence. When we retume d to oy , Utes gy
ey nwono_.m as much stuff as we could reme o
ere am_ww ! Woomua were awarded based on the accuracy ang gy
mn&wgm %.: lists. For example, I (James) wrote 3 plastc Vwmﬂ.m
“Mwm.w so I got one point. However, if I had written, ¢, ;

y We

. P-lock

baggie containing about an ounce of anise seeds,” I would haye

pwwm,‘nﬁ_ the maximum five points. I ultimately remembered thy;.
re

teen of the twenty objects, in various levels of detail, for 4 tog| of
. i ts.
E_HMM““‘: Mowoﬁﬂgm synergy part. Hrn final step in the w..B.&Q wis o
join forces at our table, comparing :oﬁnm.m:a mozmnnﬁ% m:;w n_M
any missing details. As a result, oﬂn team E,mn:_mnwna MMMHMMMW”E.
mma.dna,-inm points, close to the S:,wEum amoﬁww Mn sy mgﬁ
four. Hence, the acronym for team: “Together v M«
More.” It also describes the benefit of collaboration.

Culture of Collaboration

little of it in America? I (Don) began to pon

ly
: : i, T was deep
few years ago after an international wip Conforence o0
.:_.TDL T vwrnc aclbad +m crmeals af the firet Asian

|
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Leadership in mm:mmwoﬂm. ..;.Q.n. I learned that Sally Chew, Loy

at, and the other impressive Servant-Leaders who had invited
e were geing WhiT Mg out through g
ffered in collaboration with Singapore’s leaders in youth pro-
oBBm. education, finance, and even police and security forces,
m%o?._ I thought. a.;nm.n folks can teach ys something abgye
working together to get things done.”

I flew home by way of Japan where D
been living and teaching for five years, It
son, and we joined hundreds of Japanese
blankets and watching lovely pink petal
told me that the brief, two-week period
sents the impermanence of life on an
earthquakes and tsunamis could extin
shared the same peril. As he showed
rituals that bind that society—bowin
rules that would keep one from dis

country. “Harmony is the guiding value in Japan,” Dan explained,
“That’s why my Japanese friends are so good at working together.”

rmony when we visited one of
who lived with his family on the
He was not only a priest but also
mony. As I sat in the simple hut he
ceremonies and looked out at the

that surrounded it, I experienced in
my gut something T had learned long ago—even Japanese aesthet-
ics promote harmony. The viewer is invited to identify with the
thing being viewed, to experience beauty by transcending the
West’s traditional subject-object dichotomy.

And then I came home, What a difference!

Within a week, I found myself as part of a group pondering a
major issue that would take more time and study than we could
afford. Someone suggested appointing a committee to hash it out
and come back with possible solutions. Then, one of those mem-
bers whe preferred strong, individual action over messy group
Processes interjected, “Hey, you all know what a camel is, don’t
You? A horse designed by committee!” Everyone laughed and then
sighed, probably believing in their hearts that he was right.

an, my oldest son, haq
was cherry blossom seg.
in a public park, sitting on
s float to the ground. Dan
for cherry blossoms repre-
island where, historically,
guish life at any instanc, All
me around, he explained the
g, removing shoes, following
honoring one’s self, family or

Dan’s friends, a Buddhist priest
grounds of the temple he served.
a master of the Japanese tea cere
constructed especially for tea
impeccably-designed garden
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individua As a thought experim r
common good. that a camel is a horse designed by com-
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e the committee mmE.w.m N Q: ong equals” and make
chair of :ob is to be “first am
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desert. That gets biologists going to design ways to efficiently
store water in body cells, as wel] as food ,maunnm in fat rcavm.
Ecologists figure ways to measure the horse’s Impact on H.rn envi-
ronment, and social scientists wonder about its Interaction with
human life and culture, m:mm:nn.nm have fun QS:\.EW up
specifications. Everyone does his or her own thing. Th
consolidate all they know.

The “desert-horse,” ag they now call this animal, is an impres-
sive creature. It can drink twenty-seven gallons of wate
utes and go for ten days on the supply. It is big eno
1,000-pound loads for itg huma i

sustenance and lots of dung to fue] their fires. Ucl:m sandstorms,
dense hairs protect the desert horse’s ears, while long e
a third eyelid guard the eyes, and

yelashes and
contracting muscles protect the
nostrils by closing nearly shut, The weather expert

rin ten min-
ugh to carry

esert surface i

proud structural engineer.?

The horse of the

mentions a rumey that other amimals called
“horses” live in different m:ﬁ.nossm:ﬁm_ and they look different from
this horse of the desert. “Sq what>” !

Chair.,

“We got our job
Imagine that kind
assignment, Every me

asks the Evolutiop Committee
0t matter whge they call j¢.”

b NEXt committee
. mber contributeg fully, guided by the final
mission, unhampereq by Preconceived notjong of how the result
mro,mﬂ look or what i should be calleqd. The “Evolution Commit-
tee” gives ug 5 model for pyre collaboration that responds to stark
by draw ledge and Inventive genius of each

done. It does
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¢+ @ SEVEN PILLARS OF SERVANT LEADERSHIP
costs. Traditionally, employees
] amount each month for this benefit and fully
expected this practice tO continue. deers felt strongly that it
was irresponsible for the organization not to have a higher

cost-sharing philosophy. And soitwent.

Uldmately, we raised the premium, quite significantly
for our measure. We also implemented variations of other
options to dilute any one stakoholder’s net ﬁonncial burden,
Most importantly, e all believed our decision was righ-
teous, that our process was clean and just. This enabled us
to better articulate and stand behind the rationale for our

decision.*

our employees with these

paida nomina

Engaging in a dialogue {lTl)Il"d the telmran I’t"rween the needs oo
five rml’ebolder.\'...sounds like Heraeus Vadnais also qualifies a5 5
Firm of Endearment!

&
Ask Yourself

Do I really believe collaboration can be more effective than

ful individual action?
would I need to change in my thinking to begin
n as a first option?

powe
What
considering collaboratio
what have I lost by 7ot collaborating those
I could have?

check out at least three websites or books
in the next week?

o Specifically,
times when

Am I willing to
on the subject of collaboration

&

1. Expresses Appreciation et
Everyone appreciates appreciation. Resegr.ch shows cka:ﬂ i
majority of employees value continuous positive feetgi); i
appreciation more than any other workplace pc':rk, inclu . g
pensation. Network professionals involved in 2

Lucent

85

Worldwide Services survey said

maintains strong cultural _that working for 3
A e
 Better yet, when a companv’s e ing

rise-wide employe Panys corporate cu

zanslates direcﬁly}zoet;eecggm“()n_and praise (a url)g’s"f :{ values enter-
conducted an eleven- ottom line—big time, K, ve culture”) jt
Corpurate Culture and};::;f research study sumrr;ari(::j: ) and Heskcn
maintained a positive andormﬂme' They found that . thefr book
o ers, stockholders, and collaborative cultural inﬂ: Ompanies that
companies that did ’not rrT".‘Plo.}’c‘.es did better econenc‘? over cus-
This translated into an in aintain similar positive 0}"'““’ &L
percent, an expansion of t(]’:ll'ease In revenues by an cultural trajes,
e workforce by an av el_:g‘;erafg;sOf 682
O 2 per.

cent, and growth in com;
cent.* Big, big time! pany stock prices by an average of 9
per-

by Robert Half Internati
ational, “limi i
i obert HAlEE » - limited praise and it
shead of compensation Thop oY cmployees leave et o oy
Other studies sho on, limited authority, and per. i il
e orudies W Instant recognition andp b g oot
, mg1 od performance were power’ful in Ver'ba] S
’ centi
you can help your employees feel ‘\Ir:ioed includ
clude:

* Offer employee reward options
o Identi .
) I;iennfy what is meaningful to your emplo
€€p recognition programs fresh -
* Train
.R Mmanagers on recognition best practic
' es
ecognize a// levels of employees

L] G'
1Ve recognity .
gnition consistently

*D
evelop a peer-recognition program

_ We have
Pillar 117 offered a few guidelines for giving feedback in th
ack in the

chapt
pter. Here are some additional tips on givin
g praise.
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PILLARS OF SERVANT LEAD
SEVEN The purpose of praise is o ﬂnwsmo_.nm Mom-

aﬁ:%&m.:n_.mumn morale, Bonﬁmowwnwsﬁnm” cM_.ﬂ
itive va_.moaﬁ.:nmw ¢ the same as a complim :n.ﬁsﬁ A%::
.f..mnvn mnl.wmma —w.5 her new m.—m.mme is a OO.BHU . m.
a:%_ oyee you E,.mr contribution to helping you stay organ.-
emplo) te her

cia ‘ ive praise.
her you appre hedule is effective p :
jzed and on wn 1 iob, way-to-go, all right dude! may be
2. Be Specific. “Go© .ou: Better yet, “What an awesome proce-
Z. aon.

inimizi er service
welcome Hmncmﬂ“ﬁm d for minimizing custom rvice call
s int.
dure voc_a Be brief and to the poi

wait ime: iver. The mxmav_n. mvoﬁw mcmmm,#m nrmﬁ&n

3. Consider the w.ﬁ.ﬂ&»mon is speaking cmEWmMH mnbnsnw:-
purveyor of uﬂﬂ_ug It helps to be aware of the Mnnmosm ty
mnbmiﬁa voca e receiver of your n.nnomans. am might
and feelings o“mnn hallway conversation. Sarah may prefer
appreciate 2 q

lloons. .
banner and ba e sure your praise is heartfelt, proportionate,
4. Be Sincere. Nw\lh\wrwﬁ W cople can spot a phony or a brown-noser.
- 1Ir0

— m.ﬁ u.:ﬂ». ﬂ.uu. W\.\

d timel occasions,
o Do not wait for the Ban.EoH_ o
5. Do it Often. 11 successes—frequently, consistently,
ma
Celebrate s

ing appreciation is one way a Servant-

L. ressin ers. Itis
scientiously muwwm commitment to the growth of oth
on

Leader acts

also good business.

&
Ask Yourself

heartfelt
. ne Qenmmmnm
: the last ime someo
e How did I feel

appreciation to me? |

o IfI want to pass that mon._:wm %Mw il
honestly express appreciati
guidelines?

elcan

]
who are three peoP five

following the

=

COMPASSIONATE COLLABORATOR o 4
2. Builds Teams and Communitieg

about teams—how to build, stary Pport teams an(
team members, how to keep teams “op task,” and more. This hag
been augmented by even more dat, on the dynamics of groups that
aims at transforming individuals rather thap ooBEma:m a shared
team task. In any Organization, tea
charged with delivering products, Suggesting policy, solving prob-
lems or projecting future needs,

Robert Greenleaf was an

group will have multiple leaders who serve dj
the more important _mmaszv roles he outlined.’

* Mediator: Intervenes in disputes and forms a basis for
resolution so the work of the STOUp can go on. Greenleaf
saw this as “usually a suble and Inconspicuous role, but one

of inestimable valye_”
Consensus finder. The rare

try a different “language”
which all can agree.

* Critic. One who finds logical flaws or so

others do not want to admit, like “Hey,
A destructive critic

should stil] see the
to the group,

person who is patient enough to
to state the consensus jdes with

metimes states what
this isn’t working!”

can hurt more than help, but one

critic as a leader with gifts to contribute

Meliorator: The person who is willing to allow his or her

love for others to show, and who seeks good feelings.
any abrasive people as there are around,”

) says
Greenleaf, “nothing would move without the meliorators.”
Keeper

of the conscience, Those who “hold the work of the
Eroup solidly within 5 context of values and belief that all
accept as necessary for the work they want to do.”

* Process Watcher. One who obse
and leadership ro]es and tak
Sm_?zomo:m or deficiencies

rves the overall group process
€s quiet action to address any

.
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eg @ SEVEN . ted chairperson or chie ,d neic(el:zsafy
he appoit d to understand who dec
embe\is 'ff}: group members to agreed-upop
‘vho hO'

peaks for the group to the wider
ho s

o Titular head. T
because team m
routine matte(;s‘; :
protocols, an
o it o mdica

g maly.sl:t onotice that several ofﬁatih: arz th‘:rb"les

T Rders mpor F“; like critic and Processlue tight, contro] ane
}t:;acomiders in}poza‘?ﬁ’“ded leadef w::ic‘;aas a “pain-in—the-ytr;d
X i : ‘
of mg-set :::tllt;ro;escribe t}};)sg e[:i; ;Yleader 5 e =
who freq ¢1” With .tlgzzi :ca:lns ude, e lsaer s
tr1

i ith “team leader” is
: luable con 1ly assoclate Wi )
mssS‘e’?:;nd, the r{) ]aecl‘::s;llisf‘: ioslres. In fact, Greenleaf says that Ifal)
en le
one out of sev

1l cared for, the titular bead may be a quite Noming)
-oles are Wei
the other 10

¥ dership invites each member ¢, take
’OIE';Mr d, this view of tea:;;t‘:;:t with her experiencesz skills, e,
'rOICr:;)tI;' If all of the roles are carried out v
peraments, and inte oup “may seem to be leaderless. But,mm fact
Greenleaf says the gr may be the most inter_lsely led of all.
uch a group or teamth role of compassionate collaborator,
s In addidon tcl) eoup members develop the skills to identify
Sewmt_;eader hebI:;fii rs to group’s success and helps fr.rhem solve
and eliminate aI;ﬁlproblems that may prevent the grmc;ghe:iz ;1:1:-
any interperson lity interactions or diminish gTO“Pth g
taining high-quality f team leadership is not for those who
Clearly, this view Ot t¢? fy ego. It is for Servant-Leaders who
to satis . : im: in S
to use a ggortpo:f;m es over personal gain and acclaim; in
value the be

Jeaders with moral authority.

on a leadership

Guidelines for Group Effectiveness

ing outof
«Collaboration is not the handing ov

y . exal P
not an
aint our ‘el 1CE. h 1S t m| le 0

te
Wendall Walls wrote,
paintbrushes so others can p

i r
‘many hands make light wo

cooks spoil the broth,” It is hard w
worthwhile work because it makes

How will you know if yours is
team? By measuring its performan,
the following:

1. Goal Setting. To increase the ley,

~

w

wi

. Communication. Respectful, direct

. Participation. Participation and leade

- Decision-Making. Consensu

- Problem Solving. Controversy,

COMPASSIONATE COLLABORATOR % 89

ork. It is worthwhile work, It js
good things happen, o

a high-quality, high—performing
Ce against a set of standards, like

el of commitment toward the
8roup goals, the goals should
levant to the needs of the team
and clearly understood.

successful accomplishment of
be cooperatively developed, re|
(and the organization),

, clear, and accurate two-
way communication is the basis of a]] group funcu'oning and

interaction. Open expression of thoughts, feelings, and
needs is expected and rewarded, Communicatiop js not clear
and accurate if the group avoids conflict,

rship are equally distrib-

uted among all group members, Everyone accepts the

s is the most valuable approach to
making decisions in a group, especially decisions with great
import. However, decision-making procedures need to he
flexible, and must be matched with the situation. Different

different times, Regardless, each

every decision.

tension, and conflict are
uld therefore be expected,
on Quakers learned during
Practicing the rules for con-
nflicts must be aired and
urages a solution everyone can

inevitable in all groups and sho
even encouraged. This is a less
nearly 400 years of evolving and
sensus decision making. Co

addressed in a way that enco
live with,
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otional
Group members value em
veness.

ot ional maturity, and
6 ?ﬁﬁzézi BWMW confidence, emotiona
. . selt-
intelligenc® d feel;
: 2 ) . . %m mﬂOﬁﬁ an ce ﬂgm
authentielly mbers enjoy ,ﬂnﬁm n d, inclusiveness, Emr
7. Cobesiveness: Zm mutual positive Hnmwmu,m to take risks. Hr@
 safe. wmﬁmmm %& de corps, they are Wl
S,
morale and &

feel free 10 fail!

T | u= came nOWOﬂTOH Qﬂwamﬁwnm&.—% in an .ﬁd_w_-mw
inciples
hese ﬁﬂq—n—@

.o teall.
e—the Ferrar! racing t
venu

i’ to a car enthusiast ﬁw& you will get o
“Ferra . ary successe

Say the word Mwmm glorious designs wb&%mmmwnowwmlawrmm Mys

swoon. The B»npﬁ»:% the Formula Onwoﬁ always so n
ks—espec . But it was N bus
wunuw.ﬂmu“m mmunrmm&m vmmwﬁmwﬁooo of Ferrari’s road car Mﬁmﬁmmw and
e £ : 1 s

In 1968, Fiat %mﬂummou\\nm:& Scuderia mn%m“ m»mwa MMHES

50% of its racing .| then, Ferrari was KDOWN 45 de MWM e
X , :
Enzo Ferrarl. G:M rurer with a string of Ep%ﬂm”nmm 1ec raang
ate Italian manu uoBonmn with Fiat, the Scu mwpmﬁ WQ»M munsm,
. First, Enzo Fe
wins, but mmnw _Mm ound, for many Hmmmwbwmbr _Mamm noummzwmm
group slowly o%o%”»nmbm activities and ng e n, as did interna
retained contro ]e hampered healthy moﬁm .o_.mﬁom% usually a year
and wcﬁogmﬁm m&mvcn.—n& intrigue. mbmubmmﬂwbm Mﬁwm wbmgﬂnaﬁﬁo
s ] t engin

Tunrmﬂmnm DSV P ear 2 Eﬁmﬂzmﬂﬂb 2

: s: one y r the engine was
behind _QMMMMM& chassis and Wz ° %Mmﬂ%uﬁmﬁ vnonmmw. turned
a poorly-C&s illiant chassis. Driver ied in acci-

rillian , . ve, died in acci
anworthy of anwoﬂmennm or, like Gilles Villeneuve,
. e

in mediocre P

dents. ) luck 532@5&.. oped, “Stand
And E»E% EerM %Smnm a Ferrari mawpouﬂﬂ%ﬁmw@ don’t win
In 1990, Gerhai d you wonder 3

pEee Qnmm“m»mmwmn ﬁm.w factory and you wonder

every race.

12

World
: races. ari hired German dto
age to win any :n 1996 when Ferr im a free han
That nﬂ”wnnw/mmv»& Schumacher and gave him bR
nrmaﬁnOb v

..
W rraris 10
nOdHa Fe .
~& lass “dream ﬁnwas to turn a .
worla-C
ummﬂﬂuﬁuﬂn a

:ch technical ge
tunes. wnraawnrnm aﬁm:n;mm“wmmasnrnmm wins for

He ot

COMPASSIONATE COLLABORATOR

vinced Rory Byrne to scuttle
sailing boat and become his chief engineer. Jean Tod
come to Ferrari from wm=Maoﬁ three years earlier, was invited to
bring his organizing genius to the team. Most importantly, how-
ever, the dream team changed the culture inside Ferrari. Every
employee was indispensable! A janitor was as important as the chief
designer. This was not rhetoric, but fact, and wag reflected in poli-
cies that invited everyone to be part of a passionate teary.

Years later, Technical Chief Ross Brawn remembered the
Ferrari team’s mmnmmmozuam_asm process

91
plans to tool around the globe in 2

t, who had

Every last detail is critical.... You cannot be weak in the tap-
gibles, like the design of the car, and you cannot he weak in
the intangibles....Whatever you felt you could achieve
you've then go to go out and find another 1( per cent....We
all knew that we had to do it and we knew the other guys
were doing it, so that if you were not doing it, you would
be letting your side down. It was great to be a part of the
mind-set;

we were all giving absolutely
everything,”

Every employee felt important—gg; important—and thejr pas-
sion, collaboration and dedication showed results. Schumacher was
runner up for the World Championship the next two years and
went on to drive Ferrari cars to fiv
Championships and six consecutive

Constructors Champj
Neither feat had ever been accomplished before.*

&

Ask Yourself

* Which of Gree
Which should

* Would I fee] secure in a

_Sman? or do I prefe
How often do

nleaf’s grou

p roles do I normally take on?
[ try out more often?

group with seamless, shared
T' 2 group with a strong leader?
try to impose my preference for eramm
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o . style on others who may not agree? What would
leadership sty o
er dor .

i rrent team stack up against the seven
i h-performing team? If I am not
o ﬂoé did my last team measure up?

en standards to other memberg

e How does
standards for a h
currently on a teatib "

ev
illi teach the s
willing to .

) >M “‘:H% team at our next meeung

o

&

Conflict

3. Negotiates ™ u | lar

Zﬂﬂ—u woImen,

en. Black, white, red, yellow, brown,
: _ others live uptown. A Catholic, 4
Some live 1n the Mwawmé. Sasha orders a beef kabob, H.u—.né gets
Buddhist, 2 wnoﬁnmnwmnmmm.ﬁm all of the ways Emﬁ mnwv_m differ, .OE
vegetable stew- Just redible assortment of individuals, familjes,

: tains an IMCTEE : ife!” is a cliché—be
world noszammm «Variety 1 the spice of life cause
and comm .
it is true. fferences need not keep us apart. As we live

Fortunately, our di

k with others, as W€ play and pray together, we become
and work W ,

i 1 ik lize how
th in which we are alike. We rea :
u?ss_.m Mw@ W“ﬂﬂ%ﬁﬂﬂﬁ and a common purpose can bring us
iends ] )

% ur diversity. . .

o Ve learn to value 0 .Q ..

. mmwam_ﬂ our differences sometimes cause us to disagree. Juli
yet,

. ) =
w

oo i i lends a cCO-WOIKET er;
n.,.%m:&:% wn. ma_““mwﬁmomgom at least one mrmmmmmmmagwm Mmsaaa
gif ﬁun mn_.ummms&:m Conflict is an unavoidable fact of hie:
o:EmE_ .

. roe
. ‘ »Emﬁoa%wg%op
o nmsm_na igiapiont S rmw to conflict can help
%o: nvoomnﬁo

eal with it. Huo&n.wn approac o B!
otect your Interes g 5 o be mishandled. It can
woc%n On the other hand, conflict can 1 others
ems. . an .
m“. on: out of control and cause Wmn.s_ﬁo Mor»wmg T
0 Compassionate collaboration wil Moos P van
the old ways of handling nc:.».rnn .wmeu O erstanding 0
explore alternatives, and begin Wi
+ond o manage conflict.

COMPASSIONATE OO:L»wO?J.Ox -

How Do You Act in Conflicts?

We learn about managing anger and conflict during ch;
. childh
At one extreme, children are taught that anger and nozmmmﬁ_ mH%MM_m
okay. They may end up stuffing their anger and avoiding cop-
frontation. At the other extreme, kids see anger and conflict hap.

dled aggressively and violently. They may have been ¢
use force to solve their problems. Ncouraged to

Other children fall somewhere in betwee
have been shown healthier and more prod
anger and frustration.

How do yo act in conflicts? What were you taught about anger
and confrontation? Do you try to win an argument at any cost Qmm:
if it means straining a relationship or losing a friend> Of mw you

easily give in, afraid that if you stand up for yourself the other per-
son might not like you? Do you see a con

and search for solutions that both of yo
pretend that the problem does not exist?
The refusal to admit to disagreements can be ag destructive as
aggressive confrontation. We have been in group meetings with
clients where no one in the room would admit to conflicts, even
when the boss was not present. In one case, the employees m,&aﬁ-
ted that they thought it “wasn’t nice” to bring up problems. In
another, they finally admitted that they were afraid they would pay
a price for stating anything that could be interpreted as challenging
wo:.a.h Yet even the Quakers, who practically invented consensus
decision-making, stress that consensus will not work unless every
person surfaces disagreements so they can be dealt with honestly.
On the graph “What is Your Conflict Style>”

locate where you tend to “roost.”’s
honesty, ask someone where they see

two axes of “relationships” and “results,” you can see that geese are
most successful at getting results because they have both a high
results” and 5 high ..n&umosmgvs factor.
to nWManmMMmMmm:mEoé.# if they get mad at each other and Hn?mm
and remenl. of us birds occasionally need to go back to basics
ember how to manage our anger when it arises.

n these extremes, They
uctive outlets for their

flict as a shared situation
U can accept? Or do you

on the next page,
Be honest! If you want blunt
you roosting. By following the
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What is Your Conflict Style?

Locate Your Roost

High —«—— RESULTS —> High
. R
L E
A L
T A
I T
o 1
N 8]
S N
H N
1 H
P |
S P
* S

Low -«—— RESULTS —> High

Doves Accommodate
Doves smooth over conflict in order to avoid ruffled feathers.They worry

that conflict might cause hurt feelings or ruin a refationship.
Ostriches Avoid

Ostriches do not like conflict. They prefer to bury their heads in the sand
or to run away from the problem.

Geese Collaborate
Geese value cooperation and closeness. They fly together so that all the
birds in the flock reach their goal safely together.

Hawks Compete
Hawks manipulate, threaten,

They fight to win.

or attack those with whom they disagree

Owls Compromise
Owils believe it's wise to
to conflicts.

compromise.The seek fair and peace(ul solutions

COMPAS
SIONATE COLLABORATOR
%95

Manag;
ging Your
Anger can get in the way of Sery e

tening with pr. : ant-
g h presence and using persuasiorl;ea?}fr Tesponses, Jike li
rather ’ 18-

believe this Servant Le €15 t0 wond
v adershi er how much
Anger provided our ancesg)::u“fgm youreally
au

a dangerous environme: >
nt. Th o0l for surviv ;
ncrgy of anger bolsteres cou:a;(:\:ergxl physical an Survival i
O ae!

enemy attack. It helped speed escape f fend loved Od €Motiona|
€ 1ro;

H o i nes from
Today, just as in times past, whene m a hostile beag; an
d ver .

your well-being— ou .

worker—angergen;:hf:ther from a cryel {Osspercewe a threat to

roblem B12€s you and prepare O a sarcastic cq-

PO ven o coently withdray fro o Jou to stand up to th

ven though we all m 1t. €

feelings in quite th get angry, not eve

harmaful depends wpon iy |1 her oy g FreSses an

pon what you decide to do m?glg?r :;hhelpﬁll or

it. The positiy

- On the other hand, ne gativi

€xXpressi y
ons of your allgel Illay storm out Of Connol and can cause
T us

damage to you and others,

Seme pecg Take Control of Your Anger
eople mistak :
by people, s ple mistakenly believe that :
exclaimI? “g{(:lmaulgns, or events outside :;éhfryenf;eellmgs are caused
Your angryn: F e 50 angry!” or “She really ;?1::1511 'I;helylrn malz
Tather are causecfi: ll?gs are mot caused by other people ory e:: gbS
Y your own thoughts about other peolll)i 2:
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events. Angry responses are determined by how you choose tq
interpret a situation. =
s say a co-worker keeps criticizing the wq,

For example, let u ) X
you keep your workspace. Lls_a hates it when this happens, Sh
thinks, “I wish she’d stop picking on me all the time, all she ev:

r

does is nag.”
This is called an anger trigger thought. Lisa has chose
respond to her co-worker’s criticism with anger. As a “‘-Sultn to
negative interpretation causes her to become even more defe, her
and upset. And, if she’s not careful, Lisa might lash out at hen
league and say something to make matters worse. er
On the other hand, Lisa could choose to hear her
out. Remaining calm, Lisa might tell herself, “I hate be_c(’“ea
at, but she’s right, my work space does look like a ton:ng Velleg
through it.” Instead of getting angry, Lisa chooses to re 1ad0 we,
right, it wouldn’t hurt me to tidy up my space a bit.” Ply,

SiVe
cal.

«
Y()u’l.e

Know Your Anger Warning Signs

When you experience a problem in your life—whether ;
minor hassle or a major threat, your body reacts in €T it 4
ways. p"edlcmble
Your breathing changes and your heart races to
oxygen to your brain for quicker thinking, and to YOurpm“mp extra
extra strength. You may feel a rush of adrenaline, a pOWer‘fl‘:lcles for
jcal that stimulates and energizes your whole body. Certain l:hem.
become tense, preparing you for action: the face frowns th“:C_les
tightens, fists begin to clench. Your body’s temperat,u[e ];w
changes. You may begin to sweat or shiver. s

. These are just a few of_ your body’s anger warning signs. They
signal to you that something is wrong and needs correcting, just
Jike the warning lights ona car’s dashboard. These physical changes
are important cues that notify you to take control of your anger
before it takes control of you.

Introducing THE CHILL DRILL®, an instant calming tech-
nique for controlling the automatic responses of fight or flight. o
freeze that is grounded in extensive neurological and Physxologlc

research. Learn it for yourself and teach it to your children-

COMP,
ASSIONATE COLLABORATOR
% 97

To use THE CHIL
. L DRILL®
nize your Own anger warning inJgI!;al’syou must first learn ¢,
s T €cog-

=
Ask Yourself

What are 7,
2y anger warnj
Tning signs?
Sr

Anger TriggerThoughts:
BOdy Wammg Signs: \
—_
&

These are your speci
pecial cues .
For e 1 i to be
start gxggﬁge ,wlzllriﬁu(iolénovys he’s geti?ﬁgTE;_yc‘I;gLL DRILL®,
isn’t fair” (trigger thOUg}}:t)Slgn) and when he says toeﬁiglls ltheeks
. self “this

C
alm Your Body’s Anger Ener.
8y

1. CHILL: When
L you first b
Warning signs tel/ ccome aware
your cue to pay att—z Z;T;‘Zf to “CHILL.» Tmngngoféh?lrllger
ill” s

. to h . ;
and mind so you can beg; Wwhat is happzmng in your bod
control yourself,

N

- BLOW (Breathe):
€): When you are faced with 3 g
Isturbing,

briefly hold » your breathin

X 0 h !

rapid e gt P OF your breathing oy s
g ecome
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96 SEVEN PILLARS o
events. Angry responses are determined by how you choose tg
interpret a situation. o

For example, let us say 2 co-worker keeps criticizing the wq
you keep your workspace- Lisa hates it when this happens. mrw
thinks, “I wish she’d stop pi king on me all the time, all she n<nn
does is nag-’ r

This is ca
respond to her co

Y

Jgger thought. Lisa has chosen
_worker’s criticism with anger. As a result rﬂo
negative interpretation causes her to become even more de mnw ler
and upset- And, if she’s not careful, Lisa might lash out at het Sive
Jeague and say something to0 make matters worse. col-
“On the other hand, Lisa could choose to hear her colleg

Lisa might tell herself, “I hate bein Bue

g yelled

out. Remaining calm,

at, but she’s right, my work space does look like a tornado

through it.” Instead of getting angry, Lisa chooses to reply _,<M<m§
) u're

right, it wouldn’t hurt me to tidy up my space a bit.”

Know Your Anger Warning Signs

When you experience a problem in your life—whether it
1

e or a major threat, your body reacts in predictable

lled an anger o

minor hassl
ways.

Your breathing changes and your heart races to pump exm

oxygen to your brain for quicker thinking, and to your muscles for
extra strength. You may feel a rush of adrenaline, a powerful chem-
ical that stimulates and energizes your whole body. Certain muscles

become tense, preparing you for action: the face frowns, the jaw

dghtens, fists begin toO clench. Your body’s temperature %o
or shiver.

changes. You may begin to sweat
These are just 2 few of your body’s anger warning signs. They
mmmsu_ to you that something is wrong and needs correcting, jus
like the warning lightsona car’s dashboard. These physical changes

take control of your anger

are important cues that notdfy you 10
before it takes control of you- o .

Introducin RILL®, an instant :
nique for contt
freeze that is g0

research. Learn it

isn’t fair” (trigger thought).

COMPASSIO
NATE COL
LABORAT
O—N % 97

To use THE CH
) ILL DRILL®
nize your Own anger warning meNm_.m

=
Ask Yourself

What
are
iy anger warning signs?

Anger ‘TriggerThoughts:
- . . /
Body Warning Signs:

=

These are your speci
pecial cue :
For exampl i S o be
when his nrmm_m.m

start gettin y si w
g g warm (body sign) and when he says to hi
to himself “th;
s

C
alm Your Body’s Anger Energy

1. CHILL: When
L you first b
warning signs tel/ ecome aware
yourself to “CHILL of your a
your cue t : ILL.” Thinking « ot
0 pay attention to what js rmvm,n nking “Chill” js
nng in your bod
y

and mind so 1
you can begin to calm and contro]
yourself.

“Chill” also remi
minds
teepend wipour »smmu_\.oc that you have choices about how t
3  to

25
BLOW (Breathe): When you a
re

tense, or scary situati
ww_mmw hold Huwocn WMMW i
m%ﬁﬂ& shallow. ke
inking “Chill” j

breaths 1S your cue to £,

ballags - M@%Wwﬂ: were blowing up a ﬁwﬂ_momhmmc_a i g
yo6e el strong, steady breaths as you .Erow«Em o
exhale o rcmmm the muscles in your st o
gh your mouth. This is &Mwn »%:»M T
called an

{4 _ —

m_mg with a disturbing
b g o.ru:mnmu you E»u”
reathing may become
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effective way to release the buildup of carbon dioxide in th
brain, which contributes to growing feelings of anxiety, e
After a few balloon breaths, return to normal hftad;in
g

g

[Relax your] FACE: The look on your face shows

people how you really feel, more so than your body lap Other
tone of voice or even the words you say. As yom—g“age’
grows, your face may give off negative or hostile meanger

that could make the situatdon worse. Re Ssages i

muscles. Try to make a positive face. The wl,zx;\?s‘“i faciq i Lt{;gig’?; thpughts, feelingsna d ead, take

control your smile are connected to the pleasure CC €S that Pay attenzi avior that may ha":en Teéactions ap, or

your left cortex and to the vagus nerve which cop enters jp O t0 your seconq thgontr buted to the any pare
heart rate. A relaxed, positive face signals your 1 U_‘O}s Your 2. NAME the Hyrt. Your ughts, Problen,
nerve to release the chemical acetocholine w}l;?m S.facia] the emotiona] pain cain feelings often

starts your body’s natural calming abilities. F Jump. sed by feeling 1, Protect yoy from

Use a mirror to practice changing your face from hure,
expression to a positive or neutral one. Tt will fe ";na“gry
first, but eventually you will be able to do it ng el silly o
command. Keep this positive look as you ¢ turally, o
CHILL DRILL®. ntinue THE

rch for

ainst the

4. [Get some] SPACE: We all have a pe
invisible boundary around omselfesﬁsxeiogf;? zone, an
over that imaginary line and enters our personal Sp:éf is:eps
feel quite unpleasant, especially during a conflict. —’rhl:a?
what it means to “get in someone’s face,” or to be “too Clos:
for comfort.”

When you are angry, it is important to give yourself and
others enough space to maintain that comfort zone. Take
step back and place your body in a balanced position.
Remain in an open and relaxed posture to be sure that you
do not look threatening. Your body should be saying thit
you are willing to work out your differences.

Getting space also addresses the need to mentally stP

. ive action
back, to take some tme to reflect on constructiveé action |

. . w
steps. Reflection will produce insights that may 3111:;’ you
successfully resolve the challenge that st

&t /ierhs resnonse in the first place:
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tiation as Collaboration

Principled Nego
School established the Harvard

arvard Law
HNP director Roger Fisher ¢o

In 1979 the Ha
ect. In 1991,
jating Agreement Without Giving In,»

Negotiation Proj

I | Gerting To YES: Negotis

ples like: Don’t Bargain Over Positions, Sepa

Problem, Insist on Objective Criteria, ‘/tht-e

and an idea considered novel at the time b at if

Best Alternatives to 2 Negotiated Agl‘eey sea-
| paradigm of winning and osng

g‘

soned negon’ntors, i
The book, based on 3 radigona
seller. But Fisher realized that something was miss;
ted that by co-authoring another Lngz
00k

was a best-
emotions. In 2003 he correc

Using Emotions as You Negotiate.* This book ad

¢ adv]

ore concerns that stimulate e‘n -

mo-

Beyond Reason:
negotiators to be aware of five c
nterparts—the need for appreciation, affiliag
al
tlon,

tions in their cou
nomy, Status, and role. By inviting hard-core negotiato,
rs
d understand the emotional neet: get
S of

own skins an
d experts are dangerousl
> y close to teachi
cure form of collaboration! ching thy
ts best, even negotiation is really a kind
of

authore¢
It include
People from the

They Won’t Play?

d princi

auto
out of their

others, the Harvar

negodadon is ama
We contend that at i
collaboration for a common goal.

U.L.E.S!™ Negotiation Guidelines®

s for bargaining and resolvin i

. g conflicts simply
thers, especially for Servant-Leadercst.S ;lfm;oli
R.U.L.E.S!™ guidelines, you are
tful and satisfying agreement

Peace R.

Some technique

work better than ©
erve the following Peace

obs
to reach a respec

much more likely
with the other person.

e Remain Calm.
Pick the right tme and place for your negotiation. Make
sure that you feel ready to calmly and respectfully approach
the other person and are able to engage in a sensible dis
cussion of the problem.
Practice THE CHILL DRIL
gy and to focus your mind on positi
t signal beforehand, in case e

L® to control your body’
¢ solutions.

anger ener
Agree to 2 timeou ther of yo!

TN UK @)

becomes t
00 upset intai
i pset to maintain a respectful, prod
» Productive ¢,
on-
. I][zjnto Ot:hers As Yourself.
emember the A
Rememe unCt;‘;)lden“Rule: “Do unto othe
like to be treated A\}:O'l:j. Treat the other pers S i
the problem, not th oid hostility, put-downs g
responsibility f it = o, i
ty for your part in the confl pre Instead, ak
onflict. L e

. ‘I_;‘i;ten To Understand.
en you are angry, it is di

person. Yo \ ifficult to sf i
view. Remember to © S0k than you are mrrl:h aing o b
Leader listening: R apply the key principl oIS s
e ractice em;;a t;Sp;):d to the problem ies of Servane-
i prtant dill & thz'negough reflective Iisteé’ilil gst?;};n g first

i, B otati ; )

the problem situation as the otﬁ:rpsrigCess is the abﬂityet;n::t
e sees it. . ¢

» Expect Success.
Successful n ;
ego

with positive gat::::;;s enter the conflict resolut

municate their intentis and expectations. Tho ution process

that fair and satisf: On to cooperate and the_v. clearly com-

When you express fath)ry win/win solutio €I expectation

the other side feel l:iufjgs of warmth and 0;;::}“ be found.

point of view: efensive and more receptive o 1?

ptave to yo

ur

. geek Outside Support (S.0.S )
ometimes a conflict i 5o bi
orele I ntlict is so big or d
thoughts and f;‘l)if:llmﬂe i) YOue‘i’I: akSOIUtion o
in mediation can mfli. A Ead“g, ObieCﬁveoéﬁr;m e
e a big differenc i Eslled
e.

1 edace 1 lan. Ste A) 10 luﬂkl’z 1 eace
p g

Once
you have identi
entified a mutually agreeable set of
of negotia-

tion gujdel;
elines
agreea > use the f :
ble solution to the Cflcglymg format to disco
ntlict. Ver a mutuall
y
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ules: Review and discuss Peace R.U.L.E.SI™

th the help of a third party if necessary. The
exact wording of the rules is not important_. What i
important is that you l'fot‘h agree upon and stick to the
conditions of your negotation.

2. Share Your Views: Every misunderstapdix}g has at least v
points of view. To reach a mutually satisfying settlement, -
must define your conflict in a way that both of you can 3 coept,

After Peace RU.LES!™ have been established, o,
person describes her perception of the problem. Each o €
takes turns sharing facts and feelings. Using the skil) a
active listening and assertive speaking, try to understanq e
conflict from the other person’s perspective. Put yourself i,
her shoes. Some mediators suggest that you reverse yoy
roles and attempt to argue the other person’s case. Ths i:
made easier by actually switching chairs and viewing g,
situation from “where the other person sits.” =

1. Agree to R
together, wi

3. Discuss Solutions: You are now ready to identify a solutigy
to the conflict. Each of you takes turns coming up with 5
many alternatives as possible. Neither side comments op
whether an idea is good or bad. Every suggestion s listed,
Get creative, even outrageous! It really helps if both of you
sit on the same side of the table to “face the problem”
together, having in front of you some kind of writing surface
for listing your suggestions.

4. Agree and Choose: After you come up with as many
solutions as possible, evaluate the merits of each. Mark the
options that you both agree might succeed. If necessary
search for a compromise position. Finally, select one
alternative as the solution thatyou both are willing to follow.
Make a commitment to one another to comply with that

lution.
$0 If after all this, you have not reached an agre:f;le
settlement, you both may choose to “agree to disagree
move on with a pledge of peaceful co-existence:

: -
You can see that acung as 2 compassionar
does not mean one agrees Wi

collaboratof

th everyﬂ1iﬂg others $3f of

Co
MPASSIONATE COLLABORATOR
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sweeps issues under
traditional dog-eat-d
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Ask Yourself

e Did I like my conflict ¢
id | t “roost,” i
t!’uS is also how I probably faceez(r)’e‘tillén
significant others? Dg I want s
some changes? ©bea

15 with family ang
goose enough to make

experience by handling conflict like 2 goose>
* While T think ; o0se:

cry the IR (?Iflsiirielt;lll{nﬁ ihat makes me really angry )

Face, Space. What Is the " Sequence of Chjl], Bli?

and attitude after the THEféeIr_gfe in my body sensation
L?

® Just for kicks, am T wi]j;
Lo ing to try th
ge;g: tla'_:lon:Rules and Peace gl};n ;Ir’sace RULES™
i gotiate? Will these ideas work W1tl}1’ TIEXT opportunity

willing to try them out tonighes my family? Am |
* Honestly, is it worth ‘

P 2 Ak my effort to dats

tlElardci::)illab(l)ranon., ordol enjoy thzegof‘l:egou;uon as a too]
onal negotiation too much 1o give 1rt_p agl game of

up?
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