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Conflicts usually arise when communications break down or when disagreements occur.

Conflict is a daily reality for everyone.  Whether at home or at work, an individual's needs, goals, objectives, and values come into opposition with those of other people.  Some conflicts are minor, easy to handle, or can be overlooked.  Others of great magnitude, however, require a strategy for successful resolution so they don't to create constant tension or hostility at home or on the farm.

Conflicts left unresolved and festering at the expense of others' well being are common occurrences on the farm or in any small 
	
	business.  The ability to resolve conflict successfully is probably one of the most important social skills that a person can possess. In spite of this fact there are few formal opportunities in our society to learn it. Understanding what conflict is and what it can do is only one part of the problem. Developing and using conflict resolution skills is the next step.

Like any other human skills, conflict resolution can be taught.  Like other skills, it consists of many important sub skills, each separate and yet interdependent.  These skills need to be incorporated at both the cognitive and the behavioral levels (i.e., Do I understand how conflict can be resolved? Can I resolve specific conflicts?).

	
	
	


Requirements for Successful Conflict Resolution

1.
Focus is on defeating the problem, not one another.

2.
Everyone is involved in the process in order to create a sense of                           shared responsibility for the solution.

3.
Solutions are evaluated in terms of quality and acceptance to the                        parties. 

4.
Questions are asked to elicit information, not to belittle the other                        party.

5.
Feedback is descriptive, specific and non-judgmental.

7.
Information is shared equally by everyone.

8.
Parties believe that mutually acceptable solutions are possible and                     desirable.

9.
Parties trust each other, are not defensive, angry or threatened.

10.
Parties do not make "we-they" distinction; instead it's "we vs. the                      problem."

11.
Problems are jointly defined by the parties.

12.
Problem description, solution generation and solution evaluation                        are separate phases of discussion.

Exercise

Conflict Resolution
Reflect on a conflict that you have dealt with, hot it turned out, and what you learned from it.  Are you willing to share this experience with the class?

The New Approach: Corrective Action
Traditionally, when an employee does not perform up to expectations or when an employee fails to comply with company policy, the employee is disciplined. It is assumed that the employee is at fault and that the employee is performing or behaving in an unacceptable manner by choice.
In manufacturing, research suggests that most (about 85%) personnel problems are the fault of the management system rather than the employee. Due to this finding and knowledge about conflict resolution, employers now focus on the problem rather than the employee and take action to correct that problem.

Consider an example: An employee is responsible for raising the calves. Since taking on this responsibility, many calves are getting sick and the mortality rate has gone up. Before chewing the employee out for messing up, "corrective action" would suggest first looking at possible causes of the problem that are the responsibility of management. Is the physical environment in which the calves are raised conducive to good health? Was the employee properly trained to see and treat early symptoms as well as take preventive measures. Does the management system provide the employee any incentive to do the best job possible? If there are no "management system" causes, then turn to the employee as a person to see why the problem exists.

Consider another example: An employee who has been with the company six months and has been doing OK, begins to come in late, acts belligerent, and is hurting the general morale of the workforce. A check on equipment, training, scheduling, etc. shows no problems. A talk with the employee indicates problems at home and/or a generally hostile nature that had been held in check since taking this job. Even here, it is better to focus on the problem and to deal with it if you want to keep the employee. One thing this example suggests is that the selection process was flawed when hiring this employee. Proper interview questions and reference checks probably would have exposed the undesirable personality traits.

The next time a personnel problem crops up think "Corrective Action" rather than "Discipline". The cause of the problem may be more yours than the employee's. 


Steps 






Examples of Offenses









Minor







Unauthorized absence from job 


1.
Informational Discussion

Disputes with co-workers








Foul or abusive language

                 

(Next Occurrence)

Inefficiency, incompetence, or 


negligence.


2.  
Verbal Warning






Moderate
                 

(Next occurrence)



Gambling








Careless or negligent use of property

3.  
Written Warning


Failure to report without notice








Failure to comply with written rules

                 

(Next occurrence)


Major
4.  
Suspension



Intoxication or use of drugs on the job








Fighting on the job

               

 (Next occurrence)

Theft or willful destruction of property




             


Failure to report without notice for 3








days

5. 
 Dismissal



Gross insubordination
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Sample Schedule of Progressive Discipline
Dismissal Guidelines

Dismissal is the "capital punishment" of labor relations. It is the highest level of corrective action and/or punishment a company can impose on an employee and it must be approached carefully. Proper planning, documentation of instances, and progressive discipline are essential for proper personnel management in your operation. The following checklist offers guidelines to follow and is not

 a substitute for expert legal council.

The checklist forms a basis to determine if you are complying with proper dismissal

procedures. A "no" answer to any question may mean you have not followed proper personnel procedures. Remember, the burden of proof is on the employer.

Checklist for Dismissal
Yes
No
·
Is the reason for dismissal work related?
_____
_____

Note:
If not, it may be considered arbitrary.

·
Is there a policy or management order which sets

standards of performance and behavior?
_____
_____

Note:
Even if employees feel the standard is 

unreasonable, they must comply unless

it would harm their safety or integrity.

·
Did the employee have knowledge of the policy

and consequences?
_____
_____

Note:
The employer must be able to prove policies

were communicated to employees, preferably

in writing and personally acknowledged by

the employee.

·
Was the investigation of the infraction done 

fairly and impartially?
_____
_____

Note:
The supervisor may be both "prosecutor"

and "judge" but not the "witness" against

the employee.

·
Is there substantial evidence or proof of wrong 

doing against the employee?
_____
_____

Note:
Performance evaluation records, witnesses

to wrong doing, etc., are important.

·
Has the farm applied its policies uniformly to

all employees?
_____
_____

Note:
If not, there is room for discrimination.

·
Was the corrective action related to the seriousness

of the offense?
_____
_____

Note:
The employee spinning tires in the driveway

is not a cause for dismissal.

Tips on Termination
Types of Termination
Sooner or later every employee leaves the organization. The most pleasant type of termination is when a long-time trusted employee retires. Such a termination is usually based on concurrence of the employer and employee. Another type of termination is one that is employee initiated. When this is due to a better opportunity for the employee, it usually results in excitement for the employee and disappointment for the employer. On the other hand, if the employee initiated termination is due to his/her dissatisfaction with the job, the employee leaves angry and the employer is angry. Finally, there is the employer initiated termination where the employee is fired or at least laid off. Usually when an employee is fired both parties harbor strong feelings of anger.

Regardless of the type of termination or the feelings of the parties involved, there are three activities an effective employer will do:

1)    perform an exit interview,

2)    document the performance, and 

3) complete the government reporting guidelines. 

The Exit Interview
The properly conducted exit interview accomplishes a number of important management tasks. 



·
It provides information about how the job can be carried out more effectively. An employee usually has good ideas about task improvement.

·
It provides suggestions for employee relations. An employee that is leaving is more apt to be willing to share problems he/she perceives concerning employee relations and make suggestions for improvement.

·
It clears up misconceptions. Regardless of whether the termination is voluntary or forced, it is important that both parties clearly understand why the termination is taking place.

·
It reduces antagonism. An employee who is highly antagonistic toward the previous employer can be very costly to the business. First, there is the chance of the relatively mild cost of bad mouthing the firm's reputation to customers, potential employees, and present employees. Second, there is the chance of legal action based on an alleged wrongful termination or labor law violation. Third, there is the chance of vandalism of the business property. Try to learn the source of the antagonism and reduce it if possible.



Performance Documentation
A number of employers are sued each year for "wrongful termination." For this purpose as well as use in future management, it is important that the employee's performance be documented and kept on file. For example, if an employee is dismissed, there should be a record of how, when and by whom the employee was warned, how many times, and 

what corrective action was taken.

Reporting Requirements
Federal and State law require that the employer keep a record of hours worked and wages paid of every employee and that the records be kept on file for three years. In many cases when there are repercussions from an ex-employee, such records help all parties find a fair solution.



Notes






�Contributions from Pro-Dairy, Guy K. Hutt and Robert A. Milligan, Cornell University Extension. Used with permission.
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