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In times of  
profound change  

the learners  
inherit the earth,  
while the learned  

find themselves  
beautifully equipped to 

deal with a world  
that no longer exists.

— Eric Hoffer

The challenge of this life 
is not to stay alive. 

The challenge of this life 
is to stay in Love.

— Chris Rankin-Williams

We need to discover the 
root causes of success 

rather than the  
root causes of failure.

— David Cooperrider

Introduction
We have been entrusted with a ministry of reconciliation...

Not a ministry of conflict management.

Some conflict is an essential part of our struggle for human dignity. It is 
appropriate to be in conflict when human rights are denied and injustice 
is being perpetrated against ourselves or others. These are conflicts of 
the foundational core values of the right to exist and to live in freedom. 

However, much of the conflict we face on a daily basis has little to do 
with core human rights but is the result of egos grinding against egos 
as they play out our cultural dramas of scarcity, fear, and revenge.

One of the great tragedies of our day is that many churches are 
places of great conflict, as people play out these cultural dramas of 
winning and losing rather than practicing and growing the culture of 
love. Instead of being places to heal a conflicted world they simply 
contribute pain and angst to humanity’s suffering. 

So what are we to do? From an Appreciative Way perspective “conflict 
management” is non-sensical. Why would we want to manage conflict? 
That is like saying the church is in the business of sin management and 
Jesus came to give us less death. 

Defining the Problem
We need to define the problem from the perspective of our desired 
outcome. In any conflicted situation:

The problem is not that there is too much conflict.

The problem is always that there is too little collaboration. 

We need to be engaged in the task of growing collaboration rather 
than managing conflict. 

Conflict as Competition for Resources 
One way of viewing conflict is to see it as competition with others for 
the resources to survive. These resources may be material, as in food, 
clothing, or safe housing, or they may be psychological resources as 
in the need for acceptance and community. Competition and conflict 
over theological correctness can be viewed as competition for God’s 
acceptance which provides the antidote to existential terror.

On the following pages we will explore the nature of resources and 
the types of conflict that can arise as we compete with others for 
them. From that perspective we will explore the  resources we need to 
establish collaboration. The solution is not to get people to stop fighting 
but to provide just access to the resources they need for daily living.  

•
•
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Discovering Resources To Create Change
A resource is anything, or any “non-thing” such as motivation, you 
need to get from A to B. They may be internal or external to the person 
or a group. In general there are three categories of resources.

Environmental Factors are external factors that may influence 
a person’s or group’s performance, they include material items 
such as money and can also include external cultural attitudes 
that impact the person’s or group’s performance

Skills are the person’s or group’s ability to perform tasks.

Motivation is the person’s or group’s willingness to use their skills 
to perform the task. Within the realm of motivation there are 5 
factors that impact performance: expectations, values, identity, 
purpose and source of life. For some the Source may be called 
God or some other theological term. In other settings such as 
secular business the source of life may be those things that are 
life-giving to the people within the organization.

To improve performance we need to develop resources in any or 
all of these domains. These domains overlap and are interrelated 
organically with a partial order of significance. One way to envision 
their interrelationship is to place them on the unfolding spiral of life1.

The Unfolding Spiral of Life

1: The specific levels are adapted from Robert Dilt’s and Gregory Bateson’s Logical 
Levels of Learning.  See From Coach to Awakener, Dilts, R. (�00�) Meta Publications, 
Capitola, CA.

•

•
•

Source
Of Life

Purpose
Being Part of a Greater Whole

Awakening

Identity
Who We Are
And Our Role
Sponsoring
& Blessing

Values
Relative Importance of
Behaviors & Outcomes
Clarifying & MentoringExpectations

Assumptions & Attitudes
About Success & Rewards

     Imagineering & Inspiring

Skills & Abilities
Behavioral Competencies

Ability to Strategize & Plan
Training & Teaching

Environment
Resources & Constraints

Physical & Social Realities
Consulting & Advising

At the heart of the universe 
is a heart of love  
that embraces us and 
accepts us unconditionally. 
This heart of love  
is the source of our 
existence and life.  
This loving heart created us 
for a purpose  
and has given us every 
resource we need  
to fulfill that purpose.
— Rob Voyle

Is your capacity to screw 
up greater than your god’s 
capacity to love you?   
If so, find another god.  
The only god worthy of 
your time and adoration is 
the God whose capacity 
to love is greater than 
humanity’s capacity  
to do evil.
— Rob Voyle
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Locating Resources on the Spiral of Life
Each domain becomes the organizing principle for the domain 
further out from the source. There may also be a strong element 
of a quality, such as caring or creativity that runs through several 
domains as a life-giving thread. Work that express these life-giving 
threads are likely to be successful and intrinsically sustainable.

Life cannot flow out from the Source to the environment when 
there are disconnects such as working in violation of our values.

These domains are not discrete and may have considerable overlap 
with and be organically interrelated with the other domains.

Each domain provides a set of resources that can be used to help 
improve our performance on any task. 

The words in italics describe the type of helping a coach needs to 
offer to help people access their resources in that domain. 

The most powerful place to intervene is at or closes to the Source.

Each Domain has timeless or innate qualities and their temporal 
counterpart. On the following page is a chart that describes both 
the timeless and temporal aspects of each domain. 

Using the Spiral to Understand Transformation
There are two ways we learn and change: 

Linear or incremental learning and change:
The learning is incremental and occurs within a domain such as learning 
a new skill. It may require considerable repetition to master the skill. 

Transformational learning.
When we make a change in one domain, changes will naturally occur 
in factors further out from the Source. For example, if we change  
our sense of purpose, we will most likely change our sense of identity, 
which in turn will modify our values, which may lead to changes all 
the way through the other domains, and we may ultimately decide 
to change our environment. These subsequent changes will often 
require little effort and may seem instantaneous. 

Thus a change at one domain will most likely lead to transformation 
in the domains further from the Source. On the other hand, a change 
in one domain will not automatically lead to changes in the domains 
closer to the Source.

The most powerful place to intervene in a person’s life is at their sense 
of their Source or God. Most revivals begin with a fresh understanding 
of the nature of God and God’s purpose or calling.

•

•

•

•

•

•
•

•

•

Problems exist in a 
linear, “either/or” world.  

Solutions exist in the 
spiral world of  

“both and” and “more”.
— Rob Voyle

To create a better world  
or a better church 

we don’t need  
better people;  

we just need to help  
the people we have 

discover and be their best.
— Rob Voyle

Love empowers action.  
Love is never one thing.  

On the path of life, 
love is the beginning  

and the end,  
and the light  

along the way.
— Rob Voyle
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Domains of Life and Living

Source Of Life
Type of Coaching or Helping: Enlightening

Existential:  How is the Source experienced?
 God, Infinite Loving Acceptance, 
 Father, Jesus, Holy Spirit 
 Creator, Redeemer, Life-Giver, etc.

Temporal:  What is Life-Giving?
 Creativity, fellowship, caring 
 hospitality, outreach, etc.

Purpose
Type of Coaching or Helping: Awakening

Vision:  How are we connected to that 
  which is greater than ourselves?
 Our destiny, the Kingdom of God. 
  What we aspire to become.  

Blessing:  How are we a blessing to others? 

  Our unique reason for being  
  on the face of the earth.

  Spiritual

Identity
Type of Coaching or Helping: Sponsoring and Blessing

Being:  Who are we:
 I am... We are... 

Doing:  What is our mission?
 What is our role?

Values
Type of Coaching or Helping: Clarifying and Mentoring

Virtues: Qualities we esteem.
 Honesty, integrity, faithfulness, 
 patience, peacefulness, etc.

Attitudes:  What is important to us?
 The relative importance of things, 
  activities and outcomes.

Expectations
Type of Coaching or Helping: Inspiring and Imagineering

Outlook:  What do we look forward to?
 Are we naturally inclined to be 
 optimistic or pessimistic?

Confidence:  How successful do we expect to be? 
  What resources do we need to 
  improve our possibility of success?

  Psychological

  Physical

Skills & Abilities
Type of Coaching or Helping: Teaching and Training

Talents:  A natural skill we are born with.
 Our physical and mental capacity 
 to accomplish tasks.

Abilities: A skill we have practiced and learnt.
  Techniques to plan and strategize.  
  Programs we have developed.

Environment
Type of Coaching or Helping: Consulting and Advising

Geography: The natural landscape.
  Mountains, rivers, plains, valleys. 
  The flora and the fauna. 
  Weather and climate.

Architecture:  What humanity has developed.
  Buildings and grounds. 
  Organizational systems. 
  Procedures and policies. 

The following domains and sub-domains apply to both individuals and organizations. 
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We need to be friends 
of the future rather 

than experts on the past. 

 

You can not change  
one iota of your past.  

You can only change what 
you will allow from your 

past to inform your future.
— Rob Voyle

Jesus did.  
I was hopping along, 

when suddenly  
he comes and cures me.  
One minute I’m a leper 

with a trade,  
next moment  

me livelihood’s gone.  
Not so much as a  

by your leave.  
Look, I’m not saying  

that being a leper  
was a bowl of cherries.  

But it was a living.  
I mean,  

you try waving  
muscular suntanned 

limbs in people’s faces 
demanding compassion. 

It’s a bloody disaster.
— Monty Python

Growing Collaboration in Times of Conflict
On the opposite page is a chart that details the type of conflict that 
occurs in each domain. Notice that the intensity of fear in the system 
increases as the conflict occurs in the domains closer to the Source. 
As the fear increases the actions of participants will also be more 
violent and extreme. To resolve the conflict in the higher fear states 
we will need greater resources to make it safe for people to engage 
with one another to discover places of collaboration. 

Innovating the Solution
Regardless of the morality of our conflict we need to pay attention to 
the morality of our strategies to achieve collaboration in the face of 
conflict. Fighting for peace, or teaching people to fight fairly is like 
teaching people to fornicate for chastity. There has never been a war to 
end all wars, all war and fighting does is plant the seeds for the next war. 

The path to the future must be consistent with the future. We can not 
violate our values as we pursue our goal. If we want to live in love 
and peace we must practice love and peace. Jesus told us to love our 
enemies, he didn’t say try to change them, convince them that they 
are wrong or that we are right, or kill them, he said love them!  

Using the Spiral to Achieve Collaboration 
The Spiral of Life can be used to develop strategies to find places of 
cooperation and collaboration rather than being mired in conflict. The 
first step is to identify where the conflict is occurring on the spiral. For 
example, an argument over church architecture would be occurring in 
the Environment domain. However, when people begin name calling 
they have escalated the conflict to the identity level.

Collaboration occurs when we go from “either/or” to “both/and” — and 
then beyond to some transcendent position. Albert Einstein once said 
we cannot solve a problem from the mindset that created it. To resolve 
a conflict we need to find agreement and a new common mindset. 

This will require that we move the conversation and action to one of 
the domains closer to the Source of Life. Typically, this will require 
going at least to the domain of Values, but may also require going 
to the Identity and Purpose domains as well. 

Core Charism
What is the core charism of your organization, that makes it distinct 
from other organizations? In conflict this core charism will be violated. 
Returning to that core charism will be the solution to the conflict.
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From Conflict to Collaboration

Type of Collaboration Builder: Peace Maker

Source Of Life
Terror:  Crusade or Jihad of the Sword
  God-given responsibility to    
  annihilate the other.

At-one-ment: Participation in what is life-giving
Awe Beyond giving and getting.
 Beholding the Goodness of God
 Being in shared flow state.

Purpose
Dread:  War, Sabotage
  Withholding Resources 

Joy:  Shared vision of superordinate 
  purpose that forms the umbrella for  
 all aspects of community life. 
 Beholding an enobling future.

  Spiritual
  Realm of Fear and Conflict   Realm of Love and Collaboration

Type of Collaboration Builder: Mediator

Identity
Panic:  Character assassination
 Insults, Put Downs 

Assurance:  Practicing Compassion
Delight: Mindfulness, Transformation

Values
Anxiety: Polarizing, Threats, Intimidation
 Judgment, Rejection

Peace:  Respect, Dignity
 Beholding the worth of others.
 Clarifying deeper shared values 

Expectations
Doubt:  Cheating, willingness to act unjustly. Confidence:  Sharing, Supporting, Encouraging

Type of Collaboration Builder: Arbitration

Skills & Abilities
Worry:  Competition, Winners/Losers Gratitude: Negotiate, Compromise, Win/Win  

Environment
Stress:   Strip mining
  
  

Satisfaction:  Physical ecology
  Beholding the beauty

  Psychological
  Realm of Fear and Conflict   Realm of Love and Collaboration

  Physical
  Realm of Fear and Conflict   Realm of Love and Collaboration
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Eight Rules for Times When Collaborating is Tough
1.  Show Up: When things get difficult real collaborators show up. 

They don’t send someone else in their place. 

2. Be Present: Real collaborators not only show up, they bring their 
inner being with them and are present in the moment.

3. Make it Safe: When it is safe, people can begin to engage in 
conversation.  

4 Be Compassionate: Remember that the people are doing the 
best they know how to do. Move from judgment to curiosity, from 
anger over hurts to a fierce pursuit of a just future for all. 

5.  Tell the Truth: Not just a half truth but the whole truth. Truth-
telling builds trust and doesn’t create future liabilities.

6. Practice Equanimity: Pay attention to the process and not the 
outcome. Are people being treated with dignity and respect? Are 
they being treated in accordance with the community’s values? 
The path to the future must be consistent with the desired future. 
We cannot fight our way to peace.

7. Pay Attention to What is Life-Giving: In the midst of conflict it 
is easy to get distracted from what is truly life-giving and begin 
arguing over distortions of the trivial. 

8. Stay Open to Possibilities: Albert Einstein once said we cannot 
solve a problem from the mindset that created it. Collaboration 
occurs when we go from “either or” to “both and” — and then 
beyond to some transcendent position. Always be open to the 
possibility of something beyond any current imagination.

Strategies to Achieve Collaboration
The Spiral of Life can be used to develop strategies to find places of 
cooperation and collaboration rather than being mired in conflict. The 
first step is to identify where on the spiral the conflict is occurring. For 
example, an argument over church architecture would be occurring 
in the Environment domain. However, it is impossible to resolve a 
conflict in the domain in which it is occurring. To find agreement 
and common ground, we will need to move to one of the domains 
closer to the Source of Life. Typically, this will require going at least 
to the domain of Values, but may also require going to the Identity 
and Purpose domains as well. In the next section, we give some 
descriptions and strategies for developing collaboration for each of 
the domains. 

One of the great mistakes  
is to judge  

policies and programs  
by their intentions rather 

than their results. 
— Milton Friedman

Blessed are the flexible 
 for they shall not be 

 bent out of shape.
— Robet Ludlum

Do I not  
destroy my enemies  

when I make them  
my friends?

— Abraham Lincoln

No problem can be  
solved at the same level  

of consciousness that 
created it. 

— Albert Einstein
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Environmental Context  

Conflict Type: Disagreement over the distribution of resources.

Conversations, while often vigorous, are rational discussions of 
possible alternatives. For the most part, people can easily discuss 
both sides of the argument and brainstorm alternatives. 

Skills Context 

Conflict Type: Disagreement over the way to do things.

In general, conversations remain rational discussions of alternatives 
with clear and specific language. People are free to look for more 
information that expand possibilities. People usually remain open 
with one another and believe that a solution does exist and can be 
found. 

Strategies for Collaboration in the Environment and Skills Contexts

Set norms for relating. 

Understand the other’s map or perspective. 

Find shared values and purpose.

Brainstorm and imagine alternatives.

Identify positive shared goals.

Discover and access resources. 

Seek and satisfy objections rather than overcoming objections. 

Go beyond compromise to solutions that neither side had 
previously contemplated.

Pay attention to actual outcomes rather than intentions.

Values Context

Conflict Type: Disagreement over what is truly important. In some cases 
basic needs such as freedom and belonging may be in conflict.

Values conflicts are common in daily life. Many conflicts occurs when 
people perceive that a value is threatened or compromised. If we 
want to truly understand the nature of a conflict, we need to know 
what the underlying values are that have been compromised. 

Conversations often have considerable emotional content with 
increasing levels of fear and anger. People may distort their position 
by generalizing, exaggerating, and omitting information from both 
their self-presentation and their understanding of the positions of 
others. The situation may escalate to where people begin withholding 
information from the other side, or holding meetings in secret.

•
•
•
•
•
•
•
•

•

If an elephant steps  
on the tail of a mouse and 
you say that you want to 
remain neutral  
in the situation,  
the mouse will not 
appreciate your objectivity. 
— Desmond Tutu

Anyone who proposes  
to do good  
must not expect people  
to roll stones  
out of their way,  
but must accept  
their lot calmly,  
even if they roll  
a few more upon it.
— Albert Schweitzer.

To create a better world  
we don’t need  
better people; 
we just need to help 
the people we have 
discover and be 
their best.
— Rob voyle
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Identity Context  

Conflict Type: Disagreements become personal attacks on the 
integrity of the people on the other side of the conflict. 

Conversations are heated, and may be used to denigrate others. People 
are either idealized or vilified. Self-protection and defensiveness arise, 
with each side viewing the other with contempt . 

Strategies for Collaboration in the Values and Identity Contexts

Engage an outside consultant.

Create shared norms for how people will behave toward one 
another. 

Hold people accountable to the norms of behavior.

Maintain a compassionate presence.

Model the behaviors you want to see.

Manage the process, not the outcome.

Clarify the purpose.

Tell stories that elicit commonality and empathy.

Maintain a spirit of equanimity and openness: “join” each side.

Learn and practice the skill of forgiveness.

Where possible, seek reconciliation.

Employ righteous mischievousness, such as the use of paradox.

Purpose Context

Conflict Type: Disagreement over their purpose for being and other core 
existential issues. Often the positions and even the presence of the other 
party will evoke considerable anxiety and defensive anger.

If agreement cannot be achieved at the Purpose level and the 
purposes are in conflict, the parties will need to separate and go 
their separate ways. 

Where there is fundamental disagreement over the purpose of the 
church or organization, no resolution will be possible to conflicts 
occurring in the other domains. At these times it is probably best for 
people to go their separate ways. 

Alternatively they could stop their conflicted conversation and sit in 
silence with each other until they can hear the other person’s heart 
beat. And then together listen to the heart beat of the Source of 
Life that beats irrepressibly within them despite their differences 
and without regard for the rightness or wrongness of their thinking 
and beliefs. 

•
•

•
•
•
•
•
•
•
•
•
•

The major block to 
compassion is the 

judgment in our minds. 
Judgment is the mind’s 

primary tool of separation.
 — Diane Berke

In her zeal to be a 
professional negotiator,  

she behaved like an 
amateur human being.

— Marshall Goldsmith

Defining identity by 
comparison is found at 
the heart of all  human 

conflicts, and the path to 
resolving those conflicts 

is always to start focusing 
attention on the similarities 

that unite the two sides, 
noticing all the ways they 

are the same, instead 
 of the ways in which they 

are different.
— Steve Andreas
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You don’t have to attend 
every conflict you are 
invited to.
— Tim Scudder

Before you speak,  
ask yourself:  
Is it kind,  
is it necessary,  
is it true,  
does it improve  
on the silence? 
— Shirdi Sai Baba

Strategies for Collaboration in the Purpose Context

Engage an outside consultant.

Stop talking to each other. Stop listening to each other. 
Instead, start listening to God, the Source of Life. 
This conflict is beyond words and something beyond words will 
be needed to resolve it.

Re-discover and return to the core life-giving charism of the 
organization. The conflict is a violation of this charism and the 
charism is also the solution to the conflict. 

Engage in an ordinary, everyday goal that is completely 
unrelated to the conflict. For example, build a Habitat for 
Humanity house together for the benefit of someone outside 
the community in conflict.

Source Context

Conflict Type: Disagreement over core existential issues. People will 
feel entitled and empowered in the name of their god to annihilate 
those who disagree with their position. 

Direct conversation is impossible. People will only be able to speak 
through third parties.

Strategies for Collaboration in the Source Context

Collaboration is impossible. A third party is needed to keep apart 
the parties who perceive of each other as mortal enemies.

A Divine transformational encounter, such as Paul’s experience 
on the Damascus road, is required to transform the people’s 
hearts and minds. Unfortunately, when individuals in the group 
have such an awakening, they will be perceived as traitors and 
deserving of an even worse end than those on the other side of 
the conflict. Only a transformation of the group as a whole will 
create the potential for communication and change.

•
•

•

•

•

•

When I give food  
to the poor,  
they call me a saint.  
When I ask why  
the poor have no food, 
they call me a communist.
— Dom Helder Camara




