
MODULE THREE
Managing Relationships in 
the Workplace

COMMUNICATIONS COHORT PROGRAM

Together for Good



“Until you make the unconscious 
conscious, it will direct your life 

and you will call it fate.”
C.G. Jung



• Knowledge of the elements of social competence.
• Knowledge of the value of conflict at work, awareness of 

differing conflict styles, and development of skills for managing 
conflict. 

• Discover the implications of DEI and conflict styles in the 
workplace.

• Gain insights about Emotional Intelligence from a seasoned 
communications professional.

• Begin to integrate high-level emotional intelligence into 
every-day strategic communications. 

OUTCOMES



• Welcome
• Check-in Activity
• Review and re-commitment to Ground Rules
• Social Competence through the lens of Conflict
• Strategies to Manage Conflict
• Additional Strategies to Increase Social Competence
• Fabulous Guest Speaker – Richard Tate, CalWellness Foundation
• Reflection and Synthesis
• Closing

TODAY



CHECKING IN



EMOTIONAL INTELLIGENCE

The four parts of the EQ model are based upon a connection between 
what you see and what you do with yourself and others. 



SOCIAL COMPETENCE

Self
Awareness

Self
Management

Social Awareness
Relationship
Management

What I see What I do

Personal 
Competence

Social
Competence

Social competence
is your ability to 
understand other 
people’s moods, 
behavior, and 
motives in order to 
improve the quality 
of your relationships.



o Lack of self-awareness
o Not noticing…
o Lack of safety
o Lack of trust
o Lack of courage 

Barriers to Social Competence in the Workplace



WORKPLACE CONFLICT



CONFLICT… 
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TOP CAUSES OF STRESS IN THE U.S.A.

1 Job Pressure Co-worker tension, bosses, work overload

2 Money Loss of job, reduced retirement, medical expenses

3 Health Health crisis, terminal or chronic illness

4 Relationships Divorce, death of spouse, arguments with friends, loneliness

5 Poor Nutrition Inadequate nutrition, caffeine, processed foods, refined sugars

6 Media Overload Television, radio, internet, e-mail, social networking

7 Sleep deprivation Inability to release adrenaline and other stress hormones



Conflict is simply the condition in which 
people’s concerns – the things they care 

about – appear to be incompatible. 



Identify a conflict “ally.”

What makes conflict with 
this person challenging?

ACTIVITY



CONFLICT BEHAVIOR



When entering a situation with your  
conflict ally…
o What do you feel?
o What do you think?
o What do you embody?
o What gets triggered? 
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Conflict is always at least a little 
uncomfortable.

Conflict inevitably provokes some 
feelings of personal attack.

Good conflict requires trust. 



CONFLICT CONTINUUM

Artificial 
Harmony

Mean-Spirited
Personal Attacks

DestructiveConstructive

IDEAL CONFLICT POINT



UNDERSTANDING YOUR 
CONFLICT STYLE



Thomas-Kilmann 
Conflict Mode 
Assessment
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TKI CONFLICT STYLE

Conflict – when your concerns appear to be 
incompatible with someone else’s concerns. 



TKI CONFLICT STYLE

Assertiveness – the degree to which you try to 
satisfy your own concerns.

Cooperativeness – the degree to which you 
try to satisfy the other person’s concerns.



TKI CONFLICT STYLE



COMPETING

When you take a position that would satisfy your concerns 
but not the other person’s, and you try to prevail. It is a win-
lose mode in which you use some form of power to win your 

position, often against the resistance of the other person. 



Characterized by
• Taking quick action
• Making unpopular decisions
• Standing up for vital issues
• Protecting yourself

My way or the highway    

COMPETING
Skills
• Arguing or debating
• Using rank, position, influence
• Asserting your opinions and 

feelings
• Standing your ground
• Stating your position clearly



Overuse
• Lack of feedback
• Reduced learning
• Low empowerment
• Surrounded by “yes people”

My way or the highway    

COMPETING
Underuse
• Restricted influence
• Indecision
• Delayed action
• Withholding of contributions

Use competing sparingly.
Compete on vital issues where collaborating is not feasible. 



COLLABORATING

When you try to find a position that would fully satisfy your 
own and the other person’s concerns. It is a win-win mode 

that moves you toward an integrative solution. 



Two heads are better than one

COLLABORATING
Characterized by
• Integrating solutions
• Learning
• Merging perspectives
• Gaining commitment
• Improving relationships

Skills
• Ability to listen, understand, 

and empathize
• Non-threatening confrontation
• Input analysis
• Identifying underlying concerns



Two heads are better than one

COLLABORATING
Overuse
• Too much time on trivial 

matters
• Diffused responsibility
• People who take advantage
• Work overload

Underuse
• Mutual gains deprivation
• Lack of commitment
• Low empowerment
• Loss of innovation

Recognize (and build) the conditions that enable collaboration.
Try to collaborate on important issues. 



COMPROMISING

When you settle for a position the only partially satisfies 
your concerns and those of the other person. It is a win-lose 

mode in which you meet the other halfway – giving up 
something in order to gain some partial satisfaction. 



Let’s make a deal

COMPROMISING
Characterized by
• Resolving issues of moderate 

importance
• Reaching resolution with equal 

power and strong commitment
• Creating temporary solutions
• Dealing with time constraints
• Backing up 

competing/collaborating

Skills
• Negotiating
• Finding a “middle ground”
• Making concessions
• Assessing value



Let’s make a deal

COMPROMISING
Overuse
• Loss of big-picture perspective
• Lack of trust
• Cynical climate

Underuse
• Unnecessary confrontations
• Frequent power struggles
• Inability to negotiate effectively

Try not to compromiser on vital issues.
Take turns bearing small costs.
Compromise on significant issues when competing and 
collaboration are not practical. 



AVOIDING

When you try not to engage in a conflict situation with the 
other person. It is a lose-lose mode in which you decide to 

pursue neither your own nor the other’



I’ll think about it tomorrow.

AVOIDING
Characterized by
• Leaving unimportant issues 

alone
• Reducing tensions
• Buying time
• Knowing your limitations
• Allowing others ownership
• Recognizing issues as 

symptoms

Skills
• Withdrawing
• Sidestepping
• Sense of timing
• Ability to leave things 

unresolved



I’ll think about it tomorrow.

AVOIDING
Overuse
• Lack of input from you
• Decisions made by default
• Festering issues
• Climate of caution

Underuse
• Hostility/hurt feelings
• Work overload – too many 

causes
• Lack of prioritization/delegation

Try not to avoid people.
Avoid emotional conflicts.
Avoid issues where little can be gained.
Know when to postpone an issue. 



ACCOMODATING

When you seek or accept a position that would meet the 
other person’s concerns at the expense of your own. It is a 
win-lose mode in which you neglect or sacrifice your own 

concerns in favor of the others. 



It would be my pleasure

ACCOMODATING
Characterized by
• Showing reasonableness
• Developing performance
• Creating goodwill
• Keeping ”peace”
• Retreating
• Maintaining perspective

Skills
• Forgoing your desires
• Selflessness
• Obedience
• Ability to yield



It would be my pleasure

ACCOMODATING
Overuse
• Overlooked ideas
• Restricted influence
• Loss of contribution
• Anarchy 

Underuse
• Lack of rapport
• Low morale
• By-the-book reputation
• Inability to yield

Don’t fall into a pattern of appeasement.
Yield to a better position.
Concede when you are overruled or losing.
Make a small sacrifice when it’s important to others.
Accommodate to clean up hard feelings. 



Think back to your conflict ally…
o What is the conflict style you use with this 

person? 
o What might be the style of your conflict 

ally?
o What conflict style might be more effective 

with this person? 
o Next time I am in conflict with this person I 

will try ____________ .

ACTIVITY



What is your go-to conflict mode?

What conflict mode is least like you?

Which conflict style do you want to get better at? 

ACTIVITY



STRATEGIES TO MANAGE CONFLICT



Know thyself.

STRATEGIES TO MANAGE CONFLICT
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Know your conflict profile.

Notice and appreciate the styles of others.

Learn how to assess a situation and 
respond with skill. 

STRATEGIES TO MANAGE CONFLICT
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When there is trust, conflict 
becomes nothing but the pursuit of 

truth, an attempt to find the best 
possible answer.



TKI Mode Women Men

Competing 44 57

Collaborating 58 58

Compromising 58 41

Avoiding 49 49

Accommodating 46 46

DEI AND CONFLICT STYLES

Note:Updated TKI norm sample, N= 8,000 
(50% women).

TKI Mode African-
American

Asian Caucasian Latinx

Competing 44 44 57 57

Collaborating 41 41 58 41

Compromising 58 41 41 58

Avoiding 65 65 49 49

Accommodating 46 62 46 46

Note:Ethnic groups selected from updated TKI norm 
sample, n= 803 African Americans; 414 Asians; 5,580 
Caucasians; and 655 Latinos, Latinas/Hispanics



DEI AND CONFLICT STYLES

TKI Mode Entry 
Level

Non-
supervisory

Supervisor Management Executive Top 
Executive

Competing 44 44 44 57 57 57

Collaborating 41 41 41 58 58 58

Compromising 41 58 58 58 58 41

Avoiding 57 65 49 49 34 34

Accommodating 62 62 46 46 46 46

Note: Updated TKI norm sample, N= 8,000 (400 entry level; 1,622 nonsupervisory; 1,577 
supervisor; 2,812 management; 1,189 executive; 400 top executive)



o What comes to mind for you as you review these 
stats?

o When you think of the impact of workplace culture 
on underrepresented groups, such as people of 
color, women, LGBT folks, what nuances might be 
important to surface in this conversation?

o What other thoughts related to racial and social 
equity surfaced for you during the lesson?

DEI AND CONFLICT STYLES



ADDITIONAL STRATEGIES TO 
INCREASE SOCIAL COMPETENCE



1. Don’t multi-task – be fully present
2. Don’t pontificate – enter every conversation assuming 

you have something to learn
3. Use open ended-questions – who what when where how
4. Go with the flow – let thoughts come and go
5. If you don’t know, say you don’t know
6. Don’t equate your experience with theirs
7. Try not to repeat yourself
8. Stay out of the weeds
9. Listen with the intent to understand
10.Be brief

HOW TO HAVE A GOOD CONVERSATION



THE LADDER OF INFERENCE



51






THE LADDER OF INFERENCE

Observable Data

Selected Data

Added Meaning

Assumptions

Beliefs

Actions



THE LADDER OF INFERENCE

Self-Reflection 
• Test your own assumptions. 
• Ask yourself -- What leads me to my view? 

What beliefs are in play? Where did they come from? 

Advocacy 
• Share -- Here’s my view and what has led me there. 

Inquiry 
• Practice empathy and curiosity.
• Ask others -- What leads you to your view? 
• And then listen!



Back to your conflict ally…
o When in conflict with this person, 

what assumptions do you hold about them?
o What beliefs might inform how you respond 

and what conflict mode you take on?
o How might you ”walk yourself down the 

ladder” with this person, when in conflict?

ACTIVITY



• Be open and curious
• Take feedback well.
• Make your feedback direct/constructive
• Build trust
• Acknowledge the other’s feelings
• Align your intention with your impact
• Explain decisions, don’t just make them.
• Tackle a tough conversation.

OTHER STRATEGIES



Q&A



GUEST SPEAKER



THE FABULOUS RICHARD TATE





Who is this 
Richard Tate?







REFLECTION AND SYNTHESIS



REFLECTION AND SYNTHESIS



Three lines, totaling 17 syllables

The first line is 5 syllables
The second line is 7 syllables

The third line is 5 syllables like the first

HAIKU CHALLENGE!



• Take time to fully review the Intro to Conflict Management 
Booklet

• Create a strategy for experimenting with different conflict modes
• Optional

o Take the TKI to confirm your Conflict Style
o Ask your boss and/or colleagues to also take the TKI – initiate a 

conversation about your modes, and what norms you can create 
as a team to engage in more authentic conversation

Coaching
• Group Coaching session Tuesday, April 2 – 5:00 to 6:00 PM
• One-on-One coaching

HOMEWORK



THANK YOU!
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