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“For us who nurse, our nursing is a 
thing, which, unless in it we are 
making progress every year, every 
month, every week---take my word 
for it we are going back…”
Florence Nightingale



Congratulations !





The world 
as we have 
created it

is a process of 
our thinking.

It cannot 
be changed 

without 
changing 

our thinking.  
Albert Einstein 



Evidence-Based Life Decisions….



Annals of Internal Medicine 1986;104(3):410-418

• An Evaluation of Outcome from Intensive Care in Major Medical 
Centers ( A study of death rates)
• WILLIAM A. KNAUS, M.D.; ELIZABETH A. DRAPER, R.N., M.S.; 

DOUGLAS P. WAGNER, Ph.D.; JACK E. ZIMMERMAN, M.D.
• Comparison of significantly inferior and significantly superior sites
• Differences were “related more to the interaction and coordination 

of each hospital's intensive care unit staff than to the unit's 
administrative structure, amount of specialized treatment used, or 
the hospital's teaching status. 



A Journey begins…in brief

• 1986-1989: Kellogg Leadership Fellowship
• The cohort of 14: Conflict Resolution
• Training messages, challenged, responded to
• A conversation in the mirror
• A critique and a re-write
• Negotiating at an Uneven Table: Developing Moral Courage in 

Resolving our Conflicts (1994, 2002)
• 33 years of conversations



Coming to Terms:
• Negotiating: trying to reach an agreement or compromise by 

discussion with others
• Uneven Tables: situations where some participants are at a 

disadvantage that others do not acknowledge; in such situations, 
the assurance of justice and fairness is uncertain or unlikely.
• Moral: concerned with the principles of 

right and wrong behavior and the goodness or badness 
of human character
• Courage: the ability to act in the face of fear, pain or grief.



“Any intelligent fool can make things 
bigger, more complex,  
and more violent.  

It takes a touch of genius 
and a lot of courage to move
in the opposite direction.”

Albert Einstein



Basic Premises

• The resolution of human conflict is a moral enterprise that is the 
responsibility of every human.
• Humans have conflict over many things, and we do not always engage 

in conflict because of dominant power concerns.
• Conflict resolution to date has over attended to power as control of 

something or someone, to dominance power, to the ascendance of 
one’s self will as the focus of conflict and its resolution



Basic Premises, cont.

• Persons who reveal the distortions and misconceptions embedded in 
this bias are often dismissed and discounted because there is a vested 
interest in denying these issues and in sustaining the current 
dominant power structures and assumptions.
• An unacknowledged overemphasis on dominance power leads to the 

persistent creation of unacknowledged uneven tables.
• There are both constructive and delimiting responses to uneven 

tables, and we all have choices about which responses we make.





A Candid Disclaimer
• You are always at uneven tables; all tables are uneven 

in some way: beware of victim-think
• You already have many of the skills you need; you may 

not be using them with one another; you can expand 
the skills you have
• You are your environment: neurosciences and 

cognitive sciences have already demonstrated this fact; 
hence, you can change it immediately
• Your primary resources are consciousness and choice; 

the decision is yours to make



“You can’t solve 
a problem 
from the same 
level of consciousness 
that created it.”
Albert Einstein



Tradition: Manipulative Maneuvers

• I Won’t and I Don’t Because I Can’t
• Cynicism
• Holding Emotional Hostages
• Humoring the Fools
• Emotional Numbing and Deadening



Tradition: Manipulative Maneuvers (cont)

• Some Lies Are Okay Because I Mean Well
• Projection and Blaming
• Never Really Being There
• Never Really Leaving
• Harmful Partnerships and Deals



Imagination is more important 
than knowledge…

Albert Einstein



Ways of Being at an Uneven Table

• Find and inhabit the deepest and surest human space that 
your capabilities permit.
• Be a truth teller
• Honor your integrity, even at great cost.
• Find a place for compassion at the table.
• Draw a line in the sand without cruelty.



Ways of Being at an Uneven Table (cont)

• Expand and explicate the context.
• Innovate.
• Know what you do and do not know.
• Stay in the dialogue.
• Know when and how to leave the table.



“You have to learn the rules of the
game and then you have to play
better than anyone else.”

Albert Einstein



And a very brief history of
Health Care’s Response

lAnxiety!
lThe specter of litigation (the lawyers…)
lResistance to changes in power relationships: 

sustained inequities and imbalances
lTurf battles among multiple stakeholders with 

divergent cultures and values
lConfusion: who should be at the table?
lExcept for…...................





FEAR



Pernicious Patterns…

• Oversimplification
• Focus on “Low Hanging Fruit”
• Silencing and Retaliation
• Sacred Cows and Elephants in the Room
• Competition and Silo Maintenance
• Sustained Hierarchies
• Stagnation and Despair



Nursing Confronts Conflict Patterns:
“Crucial Conversations”

• Broken rules
• Mistakes
• Lack of support
• Incompetence
• Poor teamwork
• Disrespect
• Micromanagement

Vital Smarts/American Assoc. of Critical Care Nurses: 2005



Reactive Responses: Federal Legislation
lPatient Safety and Quality Improvement Act of 2005 

which authorized the  
lAgency for Healthcare Research and Quality (AHRQ) 

to implement law and to facilitate 
lThe creation of Patient Safety Organizations (PSOs) 

to improve quality and safety by reducing the 
incidence of events that adversely affect patients, 
and 

lThe development of a network of patient safety 
databases (NPSD)



Unanticipated Outcomes…
l NPSD and other funded projects expanded 
l Emergent data swiftly documented

lThe inability of health care providers and their 
organizations, individually and collectively, to 
constructively engage in conflict

lUnaddressed conflicts were a critical underlying factor 
in adverse patient events and outcomes

lFailures to communicate and collaborate became an 
underlying theme  that could no longer be denied or 
ignored 



Extensive Evidence about Conflict
and Disruptive Behavior in HC
• It was widespread in health care settings
• It involved all professional groups
• It was accommodated, denied, or avoided
• It was poisoning the work environment
• It was leading to unsafe care, e.g.
• IOM
• Patient safety movement
• IHI, Magnet, Leapfrog 





Authentic collaboration and 
constructive relationships had suddenly 

become moral imperatives, 
the refusal to take action could now 

be viewed as a form of 
negligence and harm.
Competency  in 

conflict engagement
had become an essential.



And then (2010-11), the
Joint Commission…

Created 15 Standards focused on dimensions of 
conflict and their impact:
• Conflict among professional groups
• Conflict among leaders
• Intimidating and disruptive behaviors
• Blame-free reporting
• Support of staff after adverse events
• Fair hearing and appeals processes
• Disclosure and transparency



Insanity is doing the same thing, 
over and over again, 

but expecting 
different results. 

Albert Einstein



Conflict Engagement:

the capacity to effectively enter into and 
address conflicts of various types, at various 

depths, and over differing time frames, 
ranging from short-lived interactions to 
more complex and protracted disputes.

Mayer, 2009



“So never lose an opportunity of 
urging a practical beginning, however 
small,
for it is wonderful how often in such 
matters the mustard-seed germinates 
and roots itself. “      

Florence Nightingale



Creativity is 
intelligence 
having fun. 
Albert Einstein



Reframing:
to see a 

familiar situation 
in a whole new way, 
with new meaning,

with new eyes…





The Fourfold Way of Right Relationship
Angeles Arrien

•Show up and choose to be present
•Pay attention to what has heart and meaning
•Tell the truth without blame or judgment
•Be open to outcome, not attached to outcome



Reframing our
Pattern for Relationships

• No one needs fixing, even oneself, though all 
of us can stretch to new potentials
• Authenticity, civility, and equity create trust
• Engaging in difficult conversations is essential 

to the development of new values, behaviors, 
and competencies, and requires “shadow 
work”
• There are multiple ways of knowing and being



Once we accept our limits,
we go beyond them. 

Albert Einstein



Exploring Strengthsfinder 2.0
Finding the Good, Creating Focus, and Making Choices

• 1998, the Gallup Organization, Start a conversation about what is 
“right” about people, harvest rich data sets
• “People have several times more potential for growth when they 

invest energy in developing their strengths instead of correcting their 
deficiencies”
• 34 most common talents, with commitment yield strengths; create 

test revealing top 5
• StandOut and Builder Profile
• Source: Rath, T. (2007). Strengthsfinder 2.0, NY, NY: The Gallup Press and 



Foci of Conflict Engagement
Competency Development
• Self:  e.g., self-awareness, active listening, identifying shadow 

projection, expanding consciousness, watching self from balcony
• Process: e.g., conflict analysis, timing, caucusing, effective questions, 

interest identification, option identification, choices and 
consequences 
• System: assessment of procedural, structural, relational and 

contextual issues; creation of collaborative processes; culture shifts



Imagination  is 
everything. It is
the preview of
life’s coming
attractions.

Albert Einstein 



Steps in a Shift Toward 
Right  Relationship

¨ From POWER: authority 
and competition 

¨ To RIGHTS: entitlement 
and adjudication

¨ To INTERESTS: 
needs/desires/hopes of all 
involved parties

¨ And RELATIONSHIPS:
inclusive, fair, respectful 
and transparent

ØWar and Argument

ØLegislation and policy

ØNegotiation

ØCollaboration



Reframing Conflict…

• New Narratives: Those who differ with me have 
information I tend to ignore or discredit
• New Lenses: Expanding my grasp of the “facts” of a 

situation will change how I understand it
• New Ideas: My creativity depends on my ability to 

integrate diverse seemingly unrelated ideas
• New Choices: I can often expand my options
• New Relationships: If we can build new connections 

we might unveil new shared possibilities





The Thomas-Kilmann
Conflict Mode Instrument:

Measures of Duration, Assertiveness and Cooperation

lAvoidance: short, low/a, low/c
lCompromise: short, mid/a, mid/c
lAccommodation: short, low/a, hi/c
lCompetition: short, hi/a, low/c
lCollaboration: long, hi/a, hi/c



“You can’t solve 
a problem 
from the same 
level of consciousness 
that created it.”
Albert Einstein



Getting to “z”

Expanding Consciousness



In the middle 
of difficulty
lies opportunity.
Albert Einstein



O =  Claim/Claim

X =  Claim/Create

=  Create/Create

XX

XXOO

Patterns of Participation and their Outcomes





Kohlberg’s
• Principles

Gilligan’s
• Relationships



Few people are capable of expressing
with equanimity opinions that differ 
from the prejudices of their 
social environment. Most people 
are even incapable of forming 
such opinions. 
Albert Einstein



“If all you have is a hammer, 
everything looks like a nail.”
Bernard Baruch



Conflict Engagement Competencies: 
Essential Skill Sets

Self-Awareness/Self-Observation

Conflict Analysis

Context Clarification

Leaning into Conflict/Presence

Empathy/Compassion

Shadow Awareness

Asking Effective Questions

Purposeful Listening

Reflection

Reframing

Option Generation

Exploring Choices/Consequences

Sustaining the Process

Do No Harm Management

Assessing for Conflict Mode Styles



Conflict Engagement Competencies: 
Nursing’s Biggest Challenges

•Conflict Analysis
•Asking Effective Questions
•Reframing
•Option Generation
• Shadow Awareness



SHADOW



What is the Shadow?
• The shadow or "shadow aspect" is a part of the 

unconscious mind consisting of repressed self-
perceived weaknesses, shortcomings, and 
instincts
• The shadow, being instinctive and irrational, is 

prone to projection
• in spite of its function as a reservoir for human 

darkness—or perhaps because of this—the 
shadow is the seat of creativity. 

http://en.wikipedia.org/wiki/Unconscious_mind
http://en.wikipedia.org/wiki/Psychological_repression
http://en.wikipedia.org/wiki/Irrationality
http://en.wikipedia.org/wiki/Psychological_projection


What does it look like?
• When projection is at work, our response is typically: 
• (1) emotional, 
• (2) compulsive, and 
• (3) out of proportion to the reality of the 

situation. 
• Other people often sense when we are projecting our 

own hidden qualities
• Unfortunately, we are usually the last to know.



If you go to the edge,
don’t be surprised if
it isn’t crowded there;
that’s why it’s
called the edge…



Shadow 
integration

What do I do about all of this?



Shadow Integration
• Integrating the shadow is a process of bringing into 

consciousness the denied aspects of my humanity.
• A shadow unintegrated, denied, projected outward, 

leads to judgments about others and filters all 
conflicts
• Shadow integration is 
• Liberating
• An ethical process 
• Essential to personal integrity  





“Strive not to be 
a success, but
rather to be

of value.”
Albert Einstein



Some Daunting Challenges

• Shifting from declarative sentences to questions
• Actually listening to the answers
• Expanding personal self-awareness, including conflict 

engagement deficiencies and “except for” excuses
• Unveiling and integrating your shadow dimensions
• Monitoring for projection, inflation, and deflation
• Owning your “stuff”; owning only you “stuff”



“All that is valuable in human
society depends upon the 
opportunity for development
accorded the individual”

Albert Einstein



“ I attribute my success to this – I 
never gave or took any excuse.”

Florence Nightingale



TRANSFORMATION



It is the supreme art of the teacher 
to awaken joy in creative 
expression and knowledge.
- Albert Einstein –



Things I Hope you Remember
• Conflict engagement has become a moral imperative in health care 

communities: patients pay for our neglect
• Conflict engagement takes structured time, but requires far less 

time than being mired in endless repetitive conflicts that deplete 
resources and solve nothing
• Reframing conflict, making it an invitation to learn, changes 

everything, even the “except for” excuse
• Asking good questions, listening intently, and reflecting on the 

answers you receive is the first critical skill; the bigger your lens on 
reality, the better your opportunities



Things I Hope you Remember

• The skill set of effective conflict engagement is challenging but can 
be learned; it is a process
• The personal dimensions of effective conflict engagement are 

individual, require expanded consciousness, and are dependent 
on commitment and accountability
• If you focus on connections, relationships, possibilities, creative 

options, diversity of interests, compassion, and openness you 
discover things you never knew.
• Humor helps





the Elephant
in the Room

• It wasn’t that we 
weren’t committed to 
conflict engagement, 
it was just that….



“Anyone who has never made a mistake
has never tried anything new.”

Albert Einstein



The world 
as we have 
created it

is a process of 
our thinking.

It cannot 
be changed 

without 
changing 

our thinking.  
Albert Einstein 



Peace cannot be kept by force; 
it can only be achieved by understanding.

- Albert Einstein –



Thank You !



We must be the change 
we wish to see

in the world
Gandhi



“Do not follow 
where the path 

may lead. 
Go instead 

where there is 
no path, and 
leave a trail.”

Henry David Thoreau



“ Great spirits 
have always encountered 

violent opposition 
from mediocre minds.”

Albert Einstein


