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Presenters

Roseanna Galindo, CAVS, CCBA, blends three decades of teaching experience with 16 years in
healthcare leadership. She helps nonprofit and healthcare leaders to confidently harness data for
meaningful impact. Through her blog on www.PeriscopeBPA.com, she bridges communication and
data, championing the human experience in healthcare and the essential role of volunteer leaders.
Roseanna is also the developer of the Volunteer Satisfaction Index (VSI) and the Executive Director of
a nonprofit community foundation.

Dana Litwin, CVA, is a globally recognized strategic advisor, speaker, and advocate for civic service.
Since 2002 she has guided organizations nationwide to produce breakthrough volunteer and
community engagement programs. Dana is the creator of the YouTube channel “Priceless Advice for
Leaders of Volunteers”. She served as President of the Association of Leaders in Volunteer
Engagement (AL!VE) and is a founder of the National Alliance for Volunteer Engagement. Learn more
at danalitwinconsulting.com.
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Target Audience For Today’s Webinar

SKILL LEVEL

v

Minimal Knowledge

Looking for some basic

Working Knowledge

Integrated practices and

moving beyond basic
concepts. Looking for breadth
and depth on a topic

information, key principles and
“how-to’s” on the subject.
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Authoritative Knowledge

Looking for advanced knowledge,
iIntegration and concepts that are
innovative and cutting edge.
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Today’s Objectives

* Distinguish between task, process, and relational conflict in common
volunteer leadership situations.

* Analyze volunteer service conflict scenarios to determine which
conflict management style is most appropriate for the situation,
relationship, and desired outcome.

* Apply practical communication strategies to guide conflict
conversations toward productive next steps.
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Why This Matters

® Volunteer programs operate at the A oy
intersection of service, safety, emotion, and ,m\’!! AT
relationships. ol s ==
\ N
o\\\ \
* Conflict is not a side issue. - — =5y ! \
—— ”._;L A

® Conflict is part of leading people.

“Can anyone else feel
conflict creeping into the room?”
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Common sources might include schedules, role boundaries, patient/client-facing expectations, department requests, and long-serving norms.


Conflict

Conflict is an expressed struggle between
at least two interdependent parties who
perceive incompatible goals, scarce
resources, and interference from the other
party in achieving their goals.
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What Would You Do?

A long-time information desk/guest
services volunteer regularly leaves the
desk early when the lobby slows down.

A newer volunteer has been covering
alone and finally tells you, “I'm tired of
being stuck there while she decides the
shift is over.”
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Types of Conflict

TASK
» Disagreement over the work being done or should be done.

PROCESS
* Disagreement over how the work gets done

* The "what of the conflict’

RELATIONAL
 The "who” of the conflict
* People
» Caused by personality clashes, likes, dislikes, and competition for power.
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A transport dispute may look like a task issue, but becomes relational if volunteers feel blamed, dismissed, or favored.


Conflict Management Styles

 Complete the short quiz

Conflict Management Style Short Quiz

* What is your preferred style of
approaching conflict”?
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https://www.123test.com/conflict-management-style-test/#its123-testAnchor

Conflict Management Styles

Avoiding

* Unwillingness to confront or engage conflict
Accommodating

* Engages conflict, but backs away to appease the other party.
Competing

* A preference for coming out ahead in the conflict at the expense of the other

party.

Collaborating

* Working with the other to find a solution pleasing to both parties
Compromising

* A preference for give a little to gain a little
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Thomas-Kilmann conflict management styles 
(1976) Handbook for Industrial and Organizational Psychology

None is always good or always bad. The goals is to practice flexibility and choose mindfully.


Conflict Scenario

* A patient transport volunteer says he will no longer
take discharge requests from one unit because
“they are never ready, and then they blame me for
being late.”

* The unit secretary calls the volunteer manager and
says transport volunteers are unreliable and asks
that this volunteer no longer be assigned to their
floor.

* How does the volunteer manager respond?
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Avoiding

Description:

®* Not confronting nor engaging

® Conflict style describing a person’s unwillingness to confront or
engage in conflict.

Example: “I'm going to pause this for today and gather more
iInformation from both sides before making a schedule change.”

Strength: Prevents a rushed reaction
Risk: If used to dodge issue, frustration grows
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Accommodating

Description:

« Giving In to preserve the relationship.

 Conflict style describing a person’s willingness to engage in conflict;
however, she or he backs away from the conflict by giving in to appease
the other party.

Example: “| hear the unit’'s frustration. I'll pull him from that unit for the
next week while we sort this out.”

Strength: Lowers immediate tension.
Risk: May signal that one complaint is enough to remove a volunteer.
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Competing

Description:

e Win-lose

« Conflict style showing a preference for coming out ahead in the
conflict at the expense of the other party

Example: “Patient discharges cannot be refused based on
preference. | need you to accept assigned transports while we work
on the process issue.”

Strength: Protects standards and operational flow.
Risk: Can feel dismissive if legitimate process issues are ignored.
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Collaborating

Description:

e Win-win

» Conflict management style showing a preference for working
with the other to find a solution that pleases both parties.

« Example: “Let’'s map what happens from the discharge order to
the transport request. We need a process that respects the
volunteer’s time and supports the unit's discharge flow.”

« Strength: stronger long-term fix.
* Risk: takes time and requires cooperation.
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Collaborating means working with the parties to find a solution that meets the most important needs of each.


Compromising

Description:

 Partial-win/partial-lose

» Conflict style showing a preference for giving a little and gaining a
little to manage the issue.

Example: “For the next two weeks, the unit will call only when the
patient is ready, and the volunteer will accept the requests assigned
during his shift. We’'ll review the pattern after that.”

» Strength: Practical and fast.
» Risk: May not address the deeper cause.
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Contlict Management Styles

Compeling . ... Collaborating -
Act firmly when safetyr pr:mlu:ﬁ_.-' or it Work together when the -
.............. :.--...-...--..;.-...--..-...E.-.---...g..-..--..--.-...- -:----- hoth matter .-..-.-.-..--..--..--.g.-...

" Finda wr:-ri-:able m1dd{e i
ground when time or |,
resources are limited,

Assertive
expressed concern for goal

4%(}&1'3??8' 4.£mmmnd{mﬂgf

- Pause or step back when aEe. . . .- Yield when the issue matters more |
information is needed. boenis e t:::- the :::uther perf.ﬂn -

expressed concern for relationship

Cooperative

2026 Periscope Business Process Analysis
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How important is the issue? How urgent is it? What is the risk? Who has decision authority? What relationship needs to be preserved? What pattern is forming?

How important is it to satisfy your own needs?
How important is it to satisfy the other person’s needs?
No one conflict style is best to use in all circumstances.



Apply the Management Style

For each of the following scenarios:

®* What are the potential strength of using this
style?

® What are the potential weaknesses?
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Conflict Scenario 1: The Sign-In Process

A well-liked volunteer refuses the new sign-in process and says, "‘Everyone knows I'm here.”

You Say...

* Avoiding: “Okay, we’'ll talk about it later.”

 Accommodating: “| know everyone recognizes you, so don’'t worry about it today. We'll figure
it out another time”

« Competing: “| understand you are well known, but signing in is required. You'll need to use
the new process every shift.”

« Compromise: “Let’'s have you sign in today, and then we can look at whether there is another
option for you.”

» Collaboration: “| hear that it feel unnecessary, but we need an accurate sign-in record. \What
would make the new process easier for you to use?”
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Conflict Scenario 2: The Comment

A volunteer makes a comment at the desk that another volunteer experiences as culturally insensitive.
The first volunteer says it was a joke. The upset volunteer brings it to your attention.

You Say...

* Avoiding: “Let’s not address this right now.”

 Accommodating: “I'll speak to them myself. No need for you to worry.”

» Competing: “Cultural respect is non-negotiable. I'm suspending them immediately.”
 Compromise: “I'll address the issue after shift and follow up with training next week.”

» Collaboration: “Let’'s ensure everyone feels respected? Can the three of us discuss
how to make that happen?”
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Conditions for Style Use

Competing

Avoiding

Accommodating

Collaborating

Compromising

Use When:

- Can help when
safety, policy, or
Immediate action is at
stake.

Don’t Use

- If you do not have
power to make final
decision

Use when:
- Can help when you
need more information.

Don’t Use
- To avoid making a
decision

Use when:

- Can help when the
ISssue matters more to
the other party.

Don’t Use

- Too much or too often
- Can deprive you

of influence

Use when:

- Can help when the
Issue is important and
the relationship matters.

Don’t Use
- Unless you have time

Use when:
- Can help under time
pressure.

Don’t Use

- In a power struggle or
In

show of
‘gamesmanship’
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All styles of conflict management have a condition for best use.
Caution: overusing any one style creates predictable damage


De-escalation and Intervention

* A verbal conflict is causing acute distress (or
danger) and must be calmed before applying
resolution style(s).

» Follow org’s security or emergency response
policies if necessary.

* Practice active listening to keep the
conversation grounded in the moment and facts.

« Stay emotionally neutral and controlled when
tension and conflict is charged and challenging.
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Sometimes a conflict  is already escalated and emotionally charged, and is or might soon tip into verbal or physical abuse. For these more acute and serious situations, you might need to practice de-escalation and/or direct intervention before applying the previous conflict resolution styles Roseanna has mentioned. 


De-escalation and Intervention

 Name the behaviors causing conflict.

Hearing
Content
» “| statements: (verbal mirroring of facts vs feelings). @O@

Clarifying ,
» Get to “We” aka unconscious mirroring. Tediiique : > ody
g ACtIVG Laggggge
. . Listenin
» Stay emotionally neutral and controlled until/unless Questioning J -,
you need to "match” perpetrator's energy to “step it Technique

down”.

Reflection
Paraphrasing
. . O Self-
* Once de-escalated, apply the best conflict resolution O Q

style(s), and/or explain consequences.
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Naming the behavior: Sometimes, perpetrators are not aware when they are
being violent. Naming the behavior can help a person identify that their
behavior is not acceptable. Avoid using labels or sarcasm, or making
assumptions about someone’s motives. Instead, speak directly to the person,
and name address the specific behavior that is offensive. Examples include
statements such as “right now, you are screaming”.

“I” Statements: “I” statements can be used to voice your feelings and wishes
without expressing a judgment. To the contrary, starting a sentence with “you”
can sometimes be interpreted as a judgment and put people on the defensive.
“I” statements can show confidence and ownership over your reactions.
Examples include statements such as “I don’t appreciate the volume which
you are speaking to me”.

Get To “We” – Forced Teaming - The goal here is to make yourself and the
perpetrator a “we” so that the perpetrator is less likely to direct their anger
towards you. This maximizes your safety. Example include statements /
questions such as “What can we do to make this better?” 

Matching and Lead / Step it Down: This is a strategy to use in situations in
which the other party seems to be more out of control. You want to match the
volume and intensity of the out-of-control person in vocal quality. It seems
strange, but by matching their volume, you may be able to make yourself
heard. To avoid giving the impression that you are trying to calm or “shush”
the attacker, instead match them in intensity and volume with something like,
“WHAT’S GOING ON HERE?” (Really loud!), and then slowly Step It
Down. As the person starts explaining why they are so upset, keep asking
questions, and talking in a little bit softer and less intense voice: “Really?
That’s awful. I can see why you are so upset. What can we do right now?”
If you can get them to step it down so that you can sit, the other person will
probably sit, too. (This is called “unconscious mirroring.”) Remember that
the other person is out of control. This allows you to step in and take control,
and take the lead in the situation.







Bystander Intervention: 4 D's

Delegate: Scan scene to see how best to safely
Intervene. Assign tasks like calling 911, assess exits,
etc.

Direct: Intervene directly; telling perpetrator to “Stop”,
etc.

Distract: Get perpetrator attention away from target(s),
bystanders, etc.

Delay: Active listening check-in after the incident.
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 The four “Ds” of Bystander Intervention are – Delegate, Direct, Distract, and
Delay.
o Direct is when you directly intervene in a situation – telling a perpetrator
to stop, striking a perpetrator etc.
o Delegate is when you scan a situation to see how to best intervene. This
means scanning the situation to look at see: Are there any exits / doors
etc.? Who else is near by? Are there any nearby items that can be used as
a weapon? You might want to assign people tasks – one person to call 911,
to another to take a photograph of what is happening, asking somebody to
run to the store and get milk for pepper spray.
o Distract is when you distract the attention away from either the perpetrator
or the bystander. For example, you might want to ask the perpetrator a
question so that their attention is re-focused, or sit next to the person who
is being harassed and change the topic of conversation.
o Delay is checking in after the incident - Asking if there is anything you
can do, and active listening. This is important because it shows the victims
that they are valued, and it builds community.



What Would You Do?

A long-time information desk/guest
services volunteer regularly leaves the
desk early when the lobby slows down.

A newer volunteer has been covering
alone and finally tells you, “I'm tired of
being stuck there while she decides the
shift is over.”
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Return to opening scenario, with context and reference:
What conflict style do volunteers and departments expect from you?
What style do you overuse when you are tired, rushed, or trying to keep peace?


Ideas to Action

1. ldentify one unresolved
volunteer-program conflict.

2. ldentify which style you have
been using.

3. Decide which style the
situation may need next.

VSys One — Volunteer Management Solutions



Presenter Notes
Presentation Notes
Effective conflict leadership is not about avoiding discomfort. 
It is about choosing a response that protects people, purpose, and trust.�


Key Takeaways

1. Conflict is information, not just interruption.
When leaders pause to identify whether the issue is about the task, the
process, or the relationship, they can respond more thoughtfully.

2. No conflict style is always right or always wrong.
Avoiding, accommodating, competing, collaborating, and compromising
each have a place. The leadership skill is matching the response to the
moment.

3. In volunteer leadership, conflict management protects trust.
The goal is not simply to “win” the issue, but to preserve relationships,
support volunteers, and keep mission-based service moving forward.
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Open Discussion & Questions
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More Resources

From PeriscopeBPA.com:

https://www.periscopebpa.com/post/conflict-management-styles-for-volunteer-leaders

Other internet links/ articles:
SAMHSA free online training: https://www.samhsa.gov/technical-assistance/dtac/training/safe-scenes
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Thank you for joining us!
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