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By Anthony Armstrong

“If you have learned how to disagree without being dis-
agreeable, then you have discovered the secret of getting along 
– whether it be business, family relations, or life itself.”

 — Bernard Meltzer

When it comes to resolving conflict 
within teams, much of the advice 
you read is about the conversations 
that take place in groups. Attentive 
and deliberate communication is key 

when working through difficult conversations. However, 
educators set the stage for productive conflict by creating 
the right culture, well before any of those conversations 
take place.

For Liane Davey, vice president in Leadership Solu-
tions at Knightsbridge and author of You First: Inspire Your 
Team to Grow Up, Get Along, and Get Stuff Done (2013), 
how we resolve conflict determines much more than how 
productive a team can be. “How educators choose to 
embrace, or not embrace, conflict sets a huge example for 
what we teach our children, so we are predetermining our 
future and whether or not we’ll be a culture that is trapped 
by passive aggressive behavior or if we will benefit from 
productive conflict.” 

Productive conflict focuses on resolving tensions 
around an issue, happens in a safe place, and allows all par-
ties to make healthy progress on an issue, said Davey. Part 
of using conflict as a tool for progress is to acknowledge 
the importance of it for learning. “Learning comes from 
mistakes and dead ends,” explains Davey. “Imagine watch-
ing toddlers who are learning to walk. They learn to walk 
by trying things that don’t work – they hang on to coffee 
tables, reach out to see if they can make it to the sofa – so 
their brains may learn that it was too far and next time to 
get closer.” A team that is afraid to make mistakes, said 
Davey, doesn’t learn quickly and members are afraid to 
contribute ideas. 

Kenneth Williams, co-author of Authentic Alignment in 
a PLC: Moving from Compliance to Commitment (in press) 
and chief visionary officer for education consultancy Unfold 
the Soul, said that most of his work in teaching people to 
manage conflict is in showing them how to embrace conflict 
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as a critical part of the learning process. “There’s an old 
saying I modified that I like to tell my teams. ‘If four of you 
agree on everything all of the time, it makes three of you 
irrelevant.’ I try to get them to understand that they have to 
introduce productive conflict into the learning equation to 
get the best out of each other.”

Understanding the value of conflict and how it contrib-
utes to a team’s progress is key to fulfilling responsibilities to 
those being served, said Williams, whereas avoiding conflict 
can shortchange students. “One of the things I emphasize 
for good, productive conflict is a willingness to engage,” 
explained Williams.  “Many times we’ll see ‘cordial hypoc-

risy’ within a group, where everyone is 
nodding their head yes when they don’t 
actually agree. When this happens, kids 
lose out on our expertise and advocacy 
because the teams want to avoid con-
flict and did not get important ideas to 
surface.” 

Creating an environment that nur-
tures productive conflict, Williams said, 
means creating accountability and a safe 
environment within which to exercise 
that accountability. Williams shares three 
ingredients critical to creating this type 
of safe environment – a shared purpose, 
norms to guide the work towards that 
purpose, and protocols for when those 
norms are violated. 

ShAred purpoSe
“Everything we do emanates from 

our ‘why,’ our deeper purpose for exis-
tence,” said Williams. “If there is a belief 
that the kids will do better if the team 

works together, productive conflict has a healthy place to 
grow and breathe and thrive. The ‘why’ drives everything 
and gives us something that is at stake. It compels us to 
engage in the productive conflict we need.” 

A shared purpose, said Williams, helps move a team 
from a culture of compliance to a culture of commitment. 
“The goal is to move teams from meeting because the 
principal said so or because of district mandates to meeting 
because the team wouldn’t think of moving forward without 
consulting their colleagues and without being challenged by 
them.”

NormS
Once they are clear on their shared purpose, stakehold-

ers can align their goals to support that purpose and create 
norms to guide the work towards those goals, said Williams. 

Cover story  Build	a	culture	that	nurtures	productive	conflict

Continued from p. 1 The alignment of norms towards a common goal takes away 
the personalization of many confrontations, Williams ex-
plained. “I don’t want team members to confront each other 
because people are not holding up their end of a bargain, 
but because their actions are misaligned and holding up the 
school’s agreed-upon fundamental purpose.” 

However, said Williams, those norms will be ineffective 
if there are no accountability protocols to guide how the 
team handles a situation where someone violates a norm. 
“Part of developing norms is asking what it looks like when 
the team disagrees and holds each other accountable for 
pulling his or her weight.”

AccouNTABILITY proTocoLS
Typical norm creation exercises, said Williams, involve 

discussing what the norms would look like, listing norms 
on chart paper. “My next question for teams in this process 
is what happens when someone violates a norm? What hap-
pens when someone steps across the line? There is usually an 
awkward silence because typically people like to act like they 
didn’t see someone violate a norm or talk around a problem, 
pretending the problem person isn’t there.”

Tackling these types of considerations in advance 
provides a safe and predictable environment within which 
healthy conflict can occur, explained Williams. The ques-
tion he asks teams to grapple with is: How are we going to 
hold each other accountable in a respectful and dignified 
manner?

“Some teams are wired to pick up on subtle cues from 
each other, where someone can sense that he or she has 
violated a norm and keep themselves in check,” said Wil-
liams. Other teams that Williams works with, though, use 
more explicit actions for when someone violates a norm. 
For example, some teams have an object that they push 
out into the middle of their table when someone violates a 
norm. The violator recognizes the cue and can correct and 
move on. Some teams simply knock on the table or verbally 
acknowledge that a norm has been violated and resolve it 
without skipping a beat. Another team saves the last five 
minutes of each meeting to do a quick self-assessment to see 
how they handle each norm during the meeting. Williams 
knows a team with a protocol that when someone consis-
tently violates norms, the entire team visits the teammate 
and expresses their concerns, always ending their conversa-
tions with the question, “How can we support you?”

These types of accountability protocols depersonalize 
accountability, and help create consistency and predict-
ability, said Williams, three important elements for creating 
a safe environment for accountability. “If I’m sitting in my 
classroom and the rest of my team shows up at my door, I 
may not be thrilled they are there, but since we all agreed to 

Continued on p. 3
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that protocol, I know why they are there and it is a predict-
able experience. Without the protocol in place, I would feel 
as if they ganged up on me or attacked me and we would all 
lose the underlying issue.” 

cLeAr commuNIcATIoN 
Lydotta Taylor, president and CEO of The EdVenture 

Group, who has led extensive work in helping large orga-
nizations shift their cultures, emphasizes the importance of 
strong communication and leadership in creating cultures 
that facilitate productive conflicts.  “There is a wide variety 
of challenges in education,” said Taylor, “but in most of the 
organizations EdVenture works with, many of the issues 
revolve around communication.” 

Taylor shared an example of a time when she and her 
team of coaches were being introduced to the teachers in 
a school. “There was a tension in the room and we weren’t 
sure why. We discovered, through talking 
with the teachers, that one comment during 
the initial introduction started a big rift. 
Someone had called the coaches ‘experts’ 
and the teachers felt that the coaches were 
putting the teachers down. The person 
who had used the term expert during her 
presentation was floored. She hadn’t realized 
how that word would be interpreted, so she 
immediately apologized and the tension 
suddenly left the room.”

To facilitate a communicative environment, EdVenture 
stresses the importance of including teacher and principal 
voice into team and school efforts. “We facilitate a process 
where they design a solution,” explained Taylor. “We don’t 
tell them what to do but help them think through their 
options and make suggestions. Giving groups of teachers 
and principals the ability to collaboratively solve their own 
problems is very powerful.”

poSITIve ATTITude
Taylor stresses the importance of leadership in helping 

keep conflict communication positive. “The outlook and 
perspective of the leader has a major impact,” said Taylor. 
“Attitude is important. A negative attitude will trickle 
through many aspects of the organization.” 

Davey agrees that positive communication is critical. 
“We don’t usually have a healthy conflict mindset,” said 
Davey. “Conflict is a positive force that spurs innovation, 
helps us bring together disparate ideas and diversity of 
thought, which creates innovation and helps mitigate risk.” 

However, Davey cautions, positive communication is 
not the same as “nice” communication. “ ‘If you can’t say 
anything nice, don’t say anything at all’ is bad advice,” said 

Davey. “While the intention may be noble, it is counter-
productive to developing healthy and necessary conflict 
management skills. If you think about how it plays out, 
children get caught saying something that is not nice, but 
what they witness at home are their caretakers talking nega-
tively when in the privacy of their cars or the kitchen table. 
So they learn that we are not supposed to say these things to 
a person’s face or when the other person can do something 
about it.” 

Instead, said Davey, we should be socialized to use 
phrases that directly address the issue at hand and focus on 
moving forward.  See “Quick tips for the conflict avoid-
ant” on page 4 for specific techniques from Davey to turn 
conflict conversations into productive conversations. 

vALued coNTrIBuTIoNS
“We have become expert-obsessed,” said Davey. “It’s a 

negative in our culture that someone has to be an expert or 
guru or have a PhD for their opinion to be of 
value. For example, some people may not be 
experts in e-learning, so their input may not be 
viewed as valuable. In reality, though, they are 
professional educators, may have children who 
have gone through e-learning, or maybe went 
through an e-learning course themselves. The 
stigma, though, means that they may be afraid 
to share their input because naysayers may 
immediately strike back with asking how many 

years of experience or training they have. A lot of people 
buy into that mentality and shut down.” In response to 
these types of naysayers, Davey reiterates that even though 
one is not an expert, he or she can still weigh in with a dif-
ferent perspective that may bring alternative ideas to light. 

“Great teams are comfortable being uncomfortable,” 
said Davey. “Team leaders who step back to avoid conflict 
are not living up to their obligation in allowing a diversity 
of thought and channeling it into productivity.”
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Quick tips for the conflict avoidant

do you like to maintain positive, friendly relations with your teammates? Do you like to think of yourself as a good, 

nice, person who would never start a fight? You could be just as responsible for the dysfunction on your team as 

your aggressive, combative colleagues. That’s because it’s a problem when you shy away from open, healthy conflict 

about the issues.

If you struggle to embrace conflict, use these tips to move forward productively when conflict arises. 

express your contrary opinion as an “and.” It’s not necessary for someone else to be wrong for you to 

be right. “I hear that you think we need to leave room in the budget for a luncheon AND I’m concerned 

that we need that money for teacher professional learning. What are our options?” 

use hypotheticals. If you don’t feel comfortable being assertive, try asking your teammates to imagine 

a different scenario. “I hear your concern about getting the right teacher leaders to implement this new 

program. If we could get the right people…what could the implementation look like?

Talk about the impact of actions. Rather than disagreeing with the plan, help your teammates think 

through the consequences by asking good open-ended questions about the impact. “Okay, we’re 

contemplating piloting this teacher evaluation system in only our middle schools. How is that going to 

land with parents?”

Ask about the underlying issue. If you disagree with a proposed action, start with discussion by 

trying to understand the rationale. If you understand the reason for the action, you might be able to 

find another way to accomplish the same goal. “I’m surprised you suggested we release the observation 

results to the whole team. What is your goal in doing that?”

Adapted from: davey, L. (2013, october). 4 tips to overcome your conflict avoidance issue. Available at www.

psychologytoday.com/blog/making-your-team-work/201310/4-tips-overcome-your-conflict-avoidance-issue.
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A magic trick to 
increase your 
credibility

is	there	someone	who	doesn’t	
believe	you	have	much	credibility,	
if	any,	no	matter	how	brilliantly	you	
make	your	case?	According	to	liane	
davey,	author	of	You First: Inspire 
Your Team to Grow Up, Get Along, and 
Get Stuff Done	(2013),	the	secret	to	
building	credibility	with	others	is	to	
stop	talking	and	start	listening.	

Unfortunately, when we feel like we need to strengthen 

our position, we usually do one of two things:

Attack: Are you the type who starts to talk faster and 

faster, lobbing any ammunition you can find at the 

person? Do you haul out more and better proof of why 

your ideas are solid? Whatever you sling at the person, 

it’s only making the hole you’re in deeper. When you lob 

things at people, their first reaction is to duck or to defend. 

In this case, defending means they start collecting more 

evidence of why they didn’t trust you in the first place. 

Building credibility by going on the offense is not going 

to work.

run: In contrast, maybe you’re the kind of person who 

responds by avoiding the person who doesn’t find you 

credible. That’s great unless you ever need anything 

from them, in which case you’re no longer just dealing 

with credibility issues but probably also with your 

new personal brand as conflict avoidant. Dealing with 

perceptions of poor credibility by avoiding the issue isn’t 

going to work for you either.

So what should you do instead?
1.  Stand still. 

2.  Ask a probing question, such as: 

• “I don’t think I’ve been doing a good job 

understanding your perspective. What am I missing?”

• “I get the sense that I don’t have a good track record 

in your eyes. Tell me how things went on that project 

from your perspective.”

• “We haven’t worked together before but I get the 

sense you haven’t seen a lot of value from my 

department in the past. What would value look like 

for you?”

• “What I’m hearing is that I didn’t put enough effort 

into understanding implementation issues before I 

charged forward with my plan. Is that the heart of it?”

3.  Listen for clues about what you’ve been missing. 

4.  Repeat.

Continued on p. 6
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A magic trick to increase your credibility
Continued from page 5

Other people are going to like you a lot more when they are doing the talking. If you want people to ascribe more 

credibility to you, let them talk. Drop your agenda, forget what you think will make you credible, and listen to what 

they’re telling you. 

There’s some chance that your credibility issues can be addressed with more (or more valid) data, but it’s much more 

likely that what you need is better understanding, better empathy, and better collaboration.

Think about one person with whom your credibility is lacking. Write three good questions to ask him or her, 
invest in a cup of coffee, and spend half an hour strengthening that relationship. 

1.

2.

3.

Adapted from: davey, L. (2013, November). A magic trick to increase your credibility. Available at www.

psychologytoday.com/blog/making-your-team-work/201311/magic-trick-increase-your-credibility.
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measure your team’s industrial synergy

Liane Davey’s study of industrial psychology revealed that teams combine different people, ideas, and information 

into products and services in much the same way that simple machines transform raw materials into goods and 

services that are greater than the sum of their individual parts. Give this tool to your team members to explore how well 

they work together to create results greater than the sum of their parts. 

mIxINg, BLeNdINg, ANd homogeNIzATIoN
Machines take corn syrup, water, carbon dioxide, and artificial coloring and mix them into a delicious drink that is more 

pleasurable and valuable than the ingredients on their own. Effective teams mix, blend, and homogenize ingredients 

(ideas, information, and processes) into a single output where the original sources are no longer identifiable. 

our team creates a safe environment that welcomes a diversity of ideas, and I am comfortable contributing. 

1 2 3 4

Disagree  Agree

FILTrATIoN
Filters are important in manufacturing because they weed out ingredients that you don’t want in the end product. 

Teams play an important role in filtering ideas to make sure only the highest quality ideas are allowed to proceed 

through the manufacturing process. 

once team member have shared ideas and information, I am comfortable closely examining them and rais-
ing concerns to ensure rigor and quality. 

1 2 3 4

Disagree  Agree

AcceLerATIoN
When one gear connects with another smaller gear, it can make the second gear spin even faster. In much the same 

way, when one person starts an idea moving, the added value of the next person gets it moving faster, and with each 

idea the rate of change and innovation accelerates.

our team’s goals are clear and sufficiently aligned so that all members can collaborate and contribute to 
moving forward in the same direction. 

1 2 3 4

Disagree  Agree

Adapted from “Liane’s story” (2013, June). Available at http://youfirstthebook.com/lianes-story/#more-1638.



New workbook offers step-by-step 
planning guidance

proFeSSIoNAL LeArNINg pLANS: A 
WorkBook For STATeS, dISTrIcTS, ANd 
SchooLS
Learning Forward, 2013

Professional 
learning plans 

establish short- and 
long-term guid-
ance for professional 
learning and its 
implementation. This 
workbook offers in-
formation and tools 
to walk educators 
through seven plan-
ning steps, from data 
analysis to setting goals to identifying learning designs 
to monitoring impact. Effective plans help individu-
als, schools, districts, and states to coordinate learning 
experiences designed to achieve outcomes for educators 
and students.
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