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Project Conflicts

By Dick Billows, PMP, GCA

Summary: Project managers can resolve some
conflicts using one of the 5 techniques discussed
below. But other conflicts can’t be resolved and
rather than give up, project managers should
manage these feuds so they don’t affect the project
results.

Project managers need to be able to resolve some conflicts and leave others to fester
but control them to minimize damage. Let’s consider some actual situations:

Two engineers have had a three day long debate over which of their technical
solutions should be used in the project. Very few people on the project team
actually understand the differences between the two approaches. But the conflict
IS wasting peoples’ time in status meetings and may soon delay a number of
dependent tasks in the project. Both of the combatants have separately and
privately apologized to the other team members blaming the other combatant.

A project team member from marketing and a team member from operations are
engaged in a nasty dispute about the costs of features of a new product the
project will deliver. These two departments have a long history of conflict, which
is not unusual given the different perspectives of each functional area. The project
manager is aware that each of the combatants is being encouraged by their “home
department” managers who don’t want their representative to lose.

A project manager looking at these two conflict situations should decide that the first
conflict can be resolved with relative ease while the second conflict may defy resolution.
Let’s talk about the easy one first and the five techniques we might use to resolve it.

Techniques for Conflicts that Can be Resolved

There are five standard techniques for approaching conflict situations. Not all of these
are equally effective.

Accommodation — The project manager persuades one party to the conflict to
sacrifice their needs and wishes to accommodate the other party. The project manager
may appeal to one person’s team spirit, or concern about the larger needs of the
project. This technique has the unfortunate side effect of leaving a lingering resentment
which can cause the conflict to flare up with the party that made the sacrifice deciding
it’s now the other person’s turn to lose.
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Avoidance — A project manager can avoid or postpone conflict by ignoring it,
changing the subject, or taking everybody to lunch and talking about something else.
Avoidance can be useful as a temporary measure to buy time until the project work is
finished or as an expedient means of dealing with very minor, non-recurring conflicts.

Problem solving — The project manager works with the parties in conflict to find a
mutually beneficial solution, a win-win solution to the conflict. This approach can be
time-intensive and inappropriate when there is not enough trust, respect or
communication among participants for collaboration to occur.

Compromise — The project manager brings the problem out into the open and acts
as an arbitrator to fashion a settlement which most often mean means both parties lose
a little.

Competition — The project manager gives each party an opportunity to present
their position and then the PM decides who wins.

These five techniques are useful in resolving many conflicts but there are some conflicts,
like the second one above, for which none of our five techniques are likely to succeed.
In this case the project manager doesn’t give up but simply uses a bit more
sophisticated tool to try and manage the conflict and minimize the damage.

| Can't Resolve it so | Manage it

In these more complex situations, a project manager needs to assess the relative
strengths of the two positions before paying any attention to the details of the conflict
itself. We assess the strengths of the parties’ positions in terms of the options they each
have if the conflict is not resolved. In situation #2 with the feuding operations and
marketing people, they each can go back to their departments as a hero if the conflict is
not resolved.

The project manager’s approach to managing the conflict starts from understanding that
a negotiated solution is less attractive than continuing the conflict. The project manager
does not continue to try the resolution techniques above. Instead the project manager
will over time try to make a negotiated solution more attractive than continuing the
conflict. In our example of operations and marketing, the project manager might try to
alter the situation so that each of the people in the conflict will be blamed for the project
failure if the conflict persists. Then a solution becomes more attractive.

The fancy name for thisis BATNA, which is an acronym for “Best Alternative To a
Negotiated Agreement.” With it, we assess the options available to each party if we
can’t negotiate a solution. To learn these techniques and practice them in live
simulations with your instructor, consider our individual project management
instruction.

www.4PM.com Project Management Training and Certification
©2011 The Hampton Group, Inc. 3547 South Ivanhoe St. Denver Colorado 80237 800-942-4323
May not be reproduced in any form without written permission



http://4pm.com/classes�
http://4pm.com/classes/courses.htm�
http://4pm.com/classes/IPbeginner.htm�
http://4pm.com/books/index.htm�
http://4pm.com/articles/Best_Project_Practices/index.htm�
http://4pm.com/�
http://en.wikipedia.org/wiki/Avoidance_(conflict)�
http://en.wikipedia.org/wiki/Compromise�
http://en.wikipedia.org/wiki/Competition�
http://www.4pm.com/classes/HOWITWORKS.htm�
http://www.4pm.com/classes/HOWITWORKS.htm�

	Project Conflicts
	Techniques for Conflicts that Can be Resolved
	I Can’t Resolve it so I Manage it

	By Dick Billows, PMP, GCA
	Post-Project Reviews:  Lessons Never Learned
	Poking Through the Wreckage
	Living Lessons Learned
	Pre-Launch Peer Review
	Portfolio Management Change Control
	Assessing Project Team Culture and Leadership Style
	Summary

	By Dick Billows, PMP, GCA
	Project Scope
	It’s dumb to start work without a scope
	How things should happen
	With a good scope statement, what’s next?

	Project Requirements
	Overview
	Identify stakeholders
	Assess requirements

	By Dick Billows, PMP, GCA
	WBS: It's Not a "To Do" List
	WBS: A List of Measureable Deliverables or Achievements
	How Many Tasks Should This Project Have?
	The "To Do" List Approach
	Work Breakdown Structure Templates by Size Project
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	Risk event
	Probability of Occurrence
	Magnitude of Impact
	Risk Response
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA

	Stages in Organizational Project Management
	Ad Lib Projects-Tier 1
	Project Explosion-Tier 2
	Resource Gridlock-Tier #3
	Controlled Initiation-Tier #4
	Consistent Success-Tier #5

	Surviving Project Gridlock in Organizations
	Are we in Project Gridlock?
	Steering Clear of the Wreckage with Your Project
	Survival Technique #1- Give Decision-makers the Data
	Survival Technique #2 - Push the Envelope on the Charter
	Survival Technique #3 – Accountabilities not "To Do’s”

	Organizational Traffic Control
	Summary

	TRACKING & STATUS REPORTS Bad Surprises When It’s Too Late
	Let’s Plan with Really Vague & Mushy Check Points
	Gathering Status Data From the Team
	Doing It the Right Way
	Summary

	“Crème de la Project Manager”
	The Raw Ingredients and How They Evolved
	Moving Up From Tier #1 Projects to Tier #2  and #3
	The PM Alone Does Not Determine Project Results
	Summary

	Cross-functional Projects:  The Need Different Techniques
	We Deliver Conflict and Blame Avoidance
	Each Department Gets it Own Project and PMs
	Cross-functional Efforts & Promises of “Full Support”
	Come to the Status Meeting and Rip Someone’s head off
	Summary & Action

	Project Team Member Attitudes:  Galley Slaves, Pirates or The Love Boat
	Micromanaged Galley Slaves
	Love Boat Crew
	The Third Way-Accountability for Measured Results
	Erosion of Confidence
	Blame Avoidance: Mutinous Pirates
	What About the Achievement-driven Team?
	Conclusion

	"Micromanage? Never! But How Will Everything Get Done?"
	"Heck, a Project Plan is Nothing But a 'To Do’ List"
	“To Do” Downsides
	We Decide What We Want Before Work Starts
	But How About the Nincompoops?
	Tailoring Assignments for Each Person
	Summary

	Risk Management & Analysis: Prevention not Lots of Paperwork
	Risk Analysis Template
	Tier #1 In-department Risk Management Plan
	Tier #2: Cross-Functional Risk Management Plan
	Tier # 3: Strategic Project Risk Management Plan
	Summary

	Status Reports that Stupefy
	“Everything’s Great! We’re in green light status!”
	“The Girl Scout Cookie Approach”
	“Those jerks on the 6th floor have screwed us again”
	Stupefying Status Spring from a Bad Foundation


	Work Breakdown Structure: Project Design Issue or Clerical Task?
	Micromanagement Works Some of the Time
	Maintaining the “To Do” List WBS Takes Forever
	Micromanagement  Doesn’t Work Most of the Time
	Accountability for End Results Always Works Best
	Summary

	Status Reports & Tinker Bell
	Project Team Member's Dilemma
	There Are Two Problems Here - One Obvious, One Not
	Bad News Behavior
	Bad Foundation for Measuring Progress

	A Solid Foundation for Tracking
	Summary

	Project Approval Games: Three Fantasies
	Executive Fantasy Land
	The Used Car Lot
	The Eager Puppy Dog
	Rebel Without a Clue
	Summary


	Overview of AdPM™ Methodology
	Our Training Process

	Achievements vs. Activities
	Example #1: Assignment to a Teenager
	Example #2: Assignment to a Project Team Member
	Summary


	The Project Management Office
	The Weather Station
	The Control Tower
	Command Central
	Which is the Best?

	Setting Up The WBS
	Summary

	Project Team Assignments,  Measure What Counts
	A Little Story about Counting the Wrong Thing
	Just Counting Dates
	Top Down Decomposition

	Influencing, Persuading & Selling in Project Management
	Project Fantasy…
	Project Reality…
	Best Practices Include Persuading, Influencing and Selling
	Project Positioning & Hidden Performance Pressures
	“Buying Perceptions” Barrier
	Building Bad Perceptions with Techno-babble
	Summary


	The Work Breakdown Structure: WBS Myths & Project Fortune-Tellers
	WBS During the Planning & Approval Process
	WBS as the Basis for Team Member Assignments
	WBS Tracking and Change Control
	Recovery from a Grim Future
	Summary

	Project Estimates: Good, Bad  and “in the Ballpark”
	Executive’s Fantasy of the Estimating Process
	The Frantic, Sweaty Reality of Estimating
	The Four Stage Project Estimating Process
	Is this Statistical Hocus Pocus?
	Enterprise Processes and Data

	Project Planning: The Really Creative & Highly Political First Step
	Planning the Wrong Way
	The Activity Trap
	A Different Kind of Thinking
	The Reluctant Sponsor:  The Politics Come In
	Summary


	The Five Dumbest Things A Project Manager Can Say
	Initiating the project
	Project Approval Presentation
	Planning
	Estimating
	Change Control
	Summary


	Project Team: Moments of Truth and Marching Behind the Elephant
	MOT #1 Team Commitment to Their Assignments
	MOT #2, “Do You Want the Bad News Now or Later?”
	MOT #3, “Micromanagement Rears Its Ugly Head.”
	Summary

	Training Your Project Sponsor
	Conceiving Project Objectives
	Ineffective Sponsor Practices
	Best Sponsor Practices

	Planning Projects
	Common Sponsor Practice
	Best Sponsor Practices

	Project Tracking & Control
	Common Sponsor Practice
	Best Sponsor Practices


	Lesson: Project Contractors & Consultants
	Contractor Nighmares
	Strategy for Dealing with Contractors
	Types of Contracts
	Fixed Price
	Cost Reimbursement
	Time and Materials

	Which Form to Use
	Contractor “Political” Connections
	Video of Meeting with a Greedy Contractor
	Summary

	Article & Companion Video
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	  By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA

	"Fast-Food" Project Management
	Fast Food Order-Taking at “Projects Are Us”
	Happy Executives at the Beginning… or at the End
	What’s the Best Practice for Starting a Project?
	Back to the Start and the Way it Should Work
	Summary

	The Project Trade-off Twinkie
	The Wrong Answer to These Executive Questions
	The Trade-off Answer to Those Executive Questions
	So How Do We Model Tradeoffs?
	Dynamic, Not Static, Project Models
	Summary

	Getting Commitment from Your Team
	Phony Commitment
	Real Commitment
	What We Really Mean By Commitment
	Just A Few Flaws
	Doing It A Little Bit Better
	Is This a Miracle?
	Summary

	Gathering Project Requirements
	The Usual Approach to Gathering Requirements
	We can’t Gather Requirements in a Vacuum
	The Strategic Framework for Requirements
	Summary

	What to Say When the Project Sponsor Talks Only About the Finish Date
	The First Project Meeting
	The Sponsor From Hell
	Getting to Business Value

	Critical Path: Optimizing Project Plans
	I Know A Critical Path When I See One!
	Summary

	Project Manager as Custom-tailor
	What went wrong?
	Selling the plan…Fighting for the plan
	Measured achievements and trade-offs
	Project software as a tool for modeling alternatives
	Summary


	PM's thoughts
	             Executive's thoughts
	                          Overview of the project
	                         Details of the project plan
	                 A few questions about duration and budget
	                       Hurrah! The project's approved!
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA
	By Dick Billows, PMP, GCA

	Project Team from Hell
	How to cope
	One little problem
	Summary

	RECOGNIZING GOOD PROJECT PERFORMANCE
	Unreaped Consequences
	Performance, Unless Grotesque, Doesn't Matter
	The Mother Of Ineffective Recognition Programs
	Bad For Poor Performers, Devastating For Good
	So How Do We Do Better?
	Summary

	Blind Date Projects
	Getting asked out on a blind date
	What the project team sees
	Then work starts
	The solution

	Projects Virtual Teams
	Leading and Managing a Virtual Project
	At-home Work
	Peek-a-boo Management
	Planning and Budgeting for the At-Home Project
	Assignments and Monitoring with At-home Team Members
	Addressing Culture, Leadership, and Communications


	Scope Creep: Change Control that Works
	Typical Change Control Approach
	How Change Control Should Work
	What Was Different?
	Summary

	How to Fix a Company’s  Broken Project Processes
	The Project Mess
	Loud Chanting of Due Dates
	We are a Matrix Organization
	Add a Project Office
	Finding a Fix

	The Project-based Organization
	Organizational Change . . . Customer Focus
	The Project is Launched
	in a Different Organization
	by a Different Kind of Manager

	The Project-based Organization is Different

	Drowning in the Project Resource Pool:
	It’s like the Bermuda Triangle in Here
	Yes, there is a Shallow End in the Resource Pool
	What Happened to our Kiddy Pool?
	We Need a Big Wading Pool

	Borrowing Project Team Members from other Departments
	What kind of PM authority?
	Higher authority
	Magna Charter
	Project-based Organization

	Keeping the Fat Out of Your Project
	All Projects Put on Unneccessary Fat
	Short, Direct & Measured; Broad-Brush Plan
	Spraying Gasoline on the Smoldering Embers
	Sub-Framing From the Top Down
	“4-Corners Trade-Offs™” Management of the Project
	Summary

	Project Constraints & Tradeoffs
	Constraint Tradeoffs with the Project Sponsor
	Managing With 2 Constraints: Adding Cost
	Adding the 3rd Constraint: Measureable Scope
	Implementation

	Status Reporting to Decision Makers
	Give Crisp Data not Guesses
	Not the time to show-off your technical or artistic expertise
	Never discuss just the problems…have solutions
	Don’t assume the sponsor knows project mangement

	Project Manager's  Behavior Analysis Template
	What the Right-Size Project Strategic Project Reach
	Conceiving Projects
	Handling the Real Issue
	The Strategic Situation
	Try it


	Project Charter Solving Problems Early
	Typical Charter Presentation
	PM Authority
	Risks and Assumptions
	Change Control

	The PM Has Not Avoided Any Problems
	Project Manager Authority
	Project Risks & Assumptions
	Change Control Rules & Process

	Summary

	The Work Breakdown in MS Project®
	Click these links for additional information on:

	Project Management Tiers
	How "Wow, I'm on a project" changes to
	"Mention doing another project and I'll rip out your liver".
	Alpha Organizations
	Beta Organizations
	Omega Organizations
	Theta Organizations
	Delta Organizations
	Conclusion
	Click these links for additional information on:


	There's no Selling in Project Management
	Techno-geeks,  & silver-tongued devils
	PM’s Dream Presentation…That Never Happens
	Project Positioning & Hidden Performance Pressures
	“Buying Perceptions” Barrier
	Building bad perceptions with Techno-babble
	Click these links for additional information on:


	Why Do So Many of Our Projects Fail?
	70% Project Failure Rate
	Executives Role:
	Project Manager’s Role
	Project Team Members’ Role
	Summary

	Project Management Is Not Just Something Any Manager Can Do
	Three Weeks Ago
	Three Weeks Later

	Criticizing a Project Team Member's Performance No. 2 in the Series, Guidelines for Delivering  Instructive Criticism
	One Reason to Criticize
	Need to Know and Need Not to Know
	Instructive Criticism
	Destructive Criticism
	Instructive Criticism
	Ask for What You Want
	Destructive Criticism
	Instructive Criticism
	Build on What's Right
	Destructive Criticism
	Instructive Criticism
	Encourage Dialog with the Receiver
	Destructive Criticism

	Criticizing a Project Team Member's Performance
	Right & Wrong Way to Sponsor a Project
	Defining Success - Scope
	I’m too busy for paperwork = Let lower level people waste their time
	We need to stay flexible and responsive = I don’t know what I want


	Shucking the Strategic Oyster
	6 Dumb Ways to Handle Project Problems
	Variances Are A Personal Betrayal
	You’re The Problem, Not The Work Or The User
	Every Slippage Is A Catastrophe
	We Have To Fix This Today
	I’ll Have To Watch You Very Closely From Now On
	Guilt: The Great Motivator
	The “Bad News” Role is Onstage For The Whole Team

	Playing the “Bad News” PM Role
	1. Judging the severity of the problem
	2. Determine the extent of its “ripple effect”
	3. Picking the best “action point” for recovery
	4. Frame the discussion with the work package
	Summary

	Project Scope: Requirements or Business Outcome: Keeping our Focus in the Project Jungle
	Project Team Member Skills
	Receiving Assignments
	Estimating and Work Packaging
	Juggling of Multiple Assignments and Priorities
	Handling Conflict
	Reporting Bad News
	Summary

	Grade Your Status Reporting To Project Executives: Techno-babble and Micro-management Heaven
	The Rarely Achieved Ideal
	“Gee Boss, It’s Spilt Milk; There’s  Nothing We Can Do”
	“Everything’s Going Great! We’re in Green Light Status!”
	Micro-management Heaven
	Laying a Proper Foundation for Status Reporting

	Assignment Work Packages  Foundation for Top Team Performance
	One day before the task due date:
	Two days after starting an assignment:
	During planning:
	When turning in a “completed” assignment:
	When reporting a duration overrun:
	More Detail and Micro-management Doesn’t Work
	Work Packages to the Rescue
	Work Packages to the Rescue
	Summary

	Project Scope Control
	Submarine Races & the Proiect peri-SCOPE
	I’m Detail Oriented
	Going Down With All Hands On-board
	Depth Charges & Collisions at Sea
	Three-level Scope Control

	The Scope Control Failure:
	“Sure, I Know How To Defend My Scope”
	Sure We Can Make Any Scope Change You Want…At A Price

	Project from hell
	Risk & Duration Estimates  3-Point Estimating
	Two Estimating & Risk Issues
	Three Estimates
	Using the Estimates

	Five-Star Project Managers?  Or,  Does it Take More Than Just Great PMs?
	Technical Wizards
	…Who Can also Nurture and Motivate Project Team Members
	…Who Can Work with Users/Clients on their Business Needs
	…An Arsenal of PM Tools & Techniques
	…A Consistent but Scalable Project Methodology
	Both PMs and the Organization Evolve
	Organizational Processes & a Portfolio of Projects

	Pin The Tail On The Donkey: Blindfolding PMs, “Fast Food” Ordering & Overruns
	Pinning the tail in awkward places

	Project-Based Organization: Even the Best PMs & Exec Need Help
	Even High-Flying PM Aces & Strong Execs Can Crash
	The Out-of-Control Tower

	The Work Breakdown Structure  Is Not A Tube Of Toothpaste
	Surviving the Executive Slicing Board… with a Budget and Duration That Aren’t Diced
	Compare Your Organization’s Project Performance Versus the Best
	Organization Project Effectiveness
	1. How does your organization set project due dates?
	2. How are projects initiated in your organization?
	3. Does your organization prioritize projects?
	4. Does the organization manage peoples’ workloads?
	5.  Is there a project schedule?
	6. Do people on projects know what is expected of them?
	7. How are changes made to the project plan?
	8. What information do executives receive about project status?
	9.  Do you succeed with projects involving multiple departments?

	Score for Your Organization
	Is It Just A Big “To Do” List?
	The Impudent Project Manager Episode #1- Savaging An Albatross Project:
	Project Initiation: Shucking the Strategic Oyster
	Features and Functionality Myopia:
	The Death Spiral of an IT Department:  Turtle Approach to Projects
	But They Signed Off on the Specifications
	We'll Hire Our Own IT Department
	Let's Save Time, Forget Documentation and Controls
	What Started the Death Spiral?

	Project Change Control:  Happy Customers & Change Control
	A Change Control Story …
	…with One of Several Endings...All Sad
	Why Does This Happen…Over and Over and Over Again
	Change Orders Handled the Right Way
	A Consistent Methodology

	PROCEDURE FOR BEING A USER/ CLIENT FROM HELL
	Saga of the Project from Hell
	The Project Planning Session
	Selecting Project Management Software
	Work Packaging Project Assignments No Sizzle, Just Control Without Micro-management
	A Scalable Project Methodology: One Methodology Doesn’t Fit All Projects
	Tier #1 Project Methodology
	Tier #2 Project Methodology
	Tier #3 Methodology
	A Scalable Methodology Without all the Paperwork

	Critical Path: Optimizing Project Plans
	Sequencing Tasks: Optimizing Schedules
	Dynamic Schedules Make Project Managers More Efficient
	Dynamically Scheduled Projects Finish Earlier
	Parallelism and Concurrency Let Projects Finish Earlier

	Project Risk Management: Brainstorming & Risk Identification
	The Key Ingredient for Risk Identification
	Boring Part: Document Search
	The Interesting Group Activity:  Brainstorming
	Next steps

	Initiating Projects: Using the statement of work (SOW) to build a sound foundation
	A Typical Project Initiation:
	Using the SOW to Avoid Disaster

	Profitable Account & Client Management
	A New Website for an Account… A Trip on the Titanic
	A Great Website & the Price is Right (the lowest)
	Impossible Dream Expectations from the Account
	Mission Impossible for the Delivery Team
	Creative Development that is Over the Rainbow
	Something for Nothin’ Just so We Get Paid
	The Way it Should Have Been Handled




