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Desired Outcome for Session  
My desired outcome for this 3VQ CoP Summit session is for you to be able to use the Three Vital 
Questions to help you analyze and manage the conflicts in your life and the lives of your clients. The 
session will draw from the research on conflict competence by Runde & Flanagan (2013) of the 
Center for Conflict Dynamics at Eckerd College and  The Center for Creative Leadership regarding 
constructive and destructive responses to conflict. Many of our destructive responses to conflict 
come after we have experienced a “hot button” trigger. The Three Vital Questions (3VQ) can offer 
help in our attempts to improve our conflict competence. We can discover the focus of our attention 
in the conflict, the ways that we are assuming we know the other person’s motives thereby invoking 
the DDT roles, and the ways that we can take action to cool down, slow down, and engage in the 
conflict constructively. 
 
Poll # 1:  Three questions 
 
Conflict IS Drama 

Do you remember this slide from your 3VQ training? 

David and Donna reminded us of how much 
negative behaviors, conflict, and disagreements 
cost organizations in lost productivity and dollars. 

We have come to realize that destructive conflict IS 
drama. Poorly managed conflicts destroy time, 
energy, productivity, and morale.  

Productive conflicts, however, help organizations 
avoid costly mistakes, minimize groupthink,  and 
ensure the best ideas are considered. 

 
 

Hot Buttons: Can 3VQ Help Cool Them? 
Facilitator:  Christy Vincent, Ph.D. 

christy@christyvincent.com  

 

https://www.conflictdynamics.org/conflict-competence/
https://www.conflictdynamics.org/
https://www.psychologytoday.com/us/basics/groupthink
mailto:christy@christyvincent.com
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Conflict Takes Many Forms 

Some conflict is destructive and has a low likelihood of resolution. On the other hand, some conflict 
is constructive and will move the organization and relationships into a better place.  

Word Association 

Please take a moment and type into the Zoom chat one word that you associate with conflict.  
When I say conflict, you think of _______________. 

What do you notice about the words that participants put into the chat room? 

 

Destructive or Constructive? 

Destructive conflict is driven primarily by 
personality issues. 

Constructive conflict is driven by 
substantive disagreement. 

 
“I don’t like you.” 

 
“I don’t think the project should be carried out 

that way.” 
   
 
 
 

DRAMA 

 

 

 

Personality-based conflict is often very difficult to deal with and 
has a relatively low probability of resolution.   

These are the conflicts that cost organizations billions of dollars 
in lost productivity. 

These are also the conflicts that invite people to enact the DDT 
roles. 
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Question 1:  Where are you putting your focus? 

        

Conflict Competence 

Runde and Flanagan’s book, 
Becoming a Conflict Competent 
Leader (2013), defines conflict 
competence as the ability to 
develop and use cognitive, 
emotional, and behavioral skills 
that enhance productive outcomes 
of conflict while reducing the 
likelihood of escalation or harm. 

 

 

 

Issue-based conflict will occur frequently because 
people with the best of intentions will have differing 
opinions about issues. And they should voice those 
differences to make decisions based on the best 
information and thinking available.  

See Hannis and Mayfield (2009), The Thin Book of 
Naming Elephants: How to Surface Undiscussables for 
Greater Organizational Success for information about 
the negative effects when issue-based conflict is 
suppressed   

https://www.conflictdynamics.org/conflict-competence/
https://www.conflictdynamics.org/conflict-competence/
https://www.amazon.com/Elephants-Surface-Undiscussables-Greater-Organizational-ebook/dp/B001PBFEI6
https://www.amazon.com/Elephants-Surface-Undiscussables-Greater-Organizational-ebook/dp/B001PBFEI6
https://www.amazon.com/Elephants-Surface-Undiscussables-Greater-Organizational-ebook/dp/B001PBFEI6
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Problem Orientation 

We know that in the problem orientation, the focus is on the problem, the inner state is anxiety, and 
the common reaction or behavior is fight, flight, freeze, or appease. 

   

In their research, Runde and Flanagan (2013, p. 55) discovered a set of responses to conflict. If you 
enact the constructive behaviors, others are likely to view you as having conflict competence. If you 
enact the destructive behaviors, others are likely to view you as being incompetent in managing 
conflict. Look at the behaviors listed below. A definition of each behavior appears on the next page. 

Responses to Conflict 

  
Constructive 

 

 
Destructive 

 
Active 

●Perspective Taking 
●Creating Solutions 
●Expressing Emotions 
●Reaching Out 
 

●Winning at All Costs 
●Displaying Anger 
●Demeaning Others 
●Retaliating 

 
Passive 

●Reflective Thinking 
●Delay Responding 
●Adapting 
 

●Avoiding 
●Yielding 
●Hiding Emotions 
●Self-Criticizing 

Active means you take overt action to reduce tension. 
Passive means you withhold actions to help reduce tension. 

Conflict Competence 

THE ABILITY TO DEVELOP AND USE COGNITIVE, EMOTIONAL, AND BEHAVIORAL SKILLS THAT ENHANCE PRODUCTIVE 

OUTCOMES OF CONFLICT WHILE REDUCING THE LIKELIHOOD OF ESCALATION OR HARM. 

Problem 

Anxiety Reaction 

Common Reactions: 

• Fight 
• Flight 
• Freeze 
• Appease 
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Active/destructive responses in conflict. 

• Winning at all costs—arguing vigorously for your own position; mindset of win/lose and 
either/or. 
 

• Displaying anger—expressing anger, raising your voice, and using harsh, angry words. 
 

• Demeaning others—laughing at the other person; ridiculing the other’s ideas; using sarcasm. 
 

• Retaliating—obstructing the other person, retaliating and trying to get revenge. 
 

Passive/destructive responses in conflict. 

• Avoiding—avoiding or ignoring the other person; acting distant and aloof. 
 

• Yielding—giving in to the other person in order to avoid further conflict. 
 

• Hiding Emotions—concealing your true emotions even though feeling upset. 
 

• Self-criticizing—replaying the incident over in your mind and criticizing yourself for not 
handling it better. 

Active/constructive responses in conflict. 

• Perspective taking—putting yourself in the other person’s position and trying to understand 
that person’s point of view. 
 

• Creating solutions—brainstorming with the other person; asking questions; trying to create 
solutions to the problem. 
 

• Expressing emotions—talking honestly with the other person and expressing your thoughts 
and feelings. 
 

• Reaching out—reaching out to the other person; making the first move; trying to make amends. 

Passive/constructive responses in conflict. 

• Reflective thinking—analyzing the situation: weighing pros and cons to consider the best 
resolution. 
 

• Delay responding—waiting things out; letting matters settle down; taking a “time out” when 
emotions are running high. 
 

• Adapting—staying flexible and trying to make the best of the situation; recognizing the positive 
value of conflict. 
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Constructive 

 

 
Destructive 

 

 
Active 

●Perspective Taking 
●Creating Solutions 
●Expressing 
Emotions 
●Reaching Out 
 

●Winning at All Costs 
●Displaying Anger 
●Demeaning Others 
●Retaliating 

 
 
 
Fight 

 
Passive 

●Reflective Thinking 
●Delay Responding 
●Adapting 
 

●Avoiding 
●Yielding 
●Hiding Emotions 
●Self-Criticizing 

 
Flight 
Freeze 
Appease 

 

 

 

 

Where are you putting your focus in the conflict interaction? 
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We are more likely to choose destructive responses when our personal hot buttons are 
triggered. 
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Hot Buttons 

What triggers—words, situations or conditions—cause you to react with strong emotions or 
lose your cool? 

 

 

 

 

 

 

 

 

 

Runde and Flanagan (2013, p. 52) have found nine hot buttons commonly experienced in 
the workplace.  When one of these is your hot button, it means that when another person 
does the behavior (e.g., is unreliable or is unappreciative and so on), you get “hot” quickly. 
You become angry, frustrated, and irritated at the behavior in the other person.  

 

        

 

Is one of these your hot button?  
People who are: 
 Unreliable 
 Overly analytical 
 Unappreciative 
 Aloof 
 Micro-managing 
 Self-centered 
 Abrasive 
 Untrustworthy 
 Hostile 
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Poll # 2:  Hot Buttons 

 

Breakout session:   

In this breakout session, please discuss with your group which one is your primary hot 
button. (Approximately 10 minutes.) 

1. Ask each person to identify themselves and their organization and tell which of the 
nine was their primary hot button.   

2. Next, please discuss why you think that hot button is so hot for you.  What is going 
on for you internally when the button-pushers in your life enact the hot button 
behavior?  

3. If time, also discuss instances when your hot button reaction resulted in you 
displaying some negatives behaviors yourself.  

 

Note:  I am certified to administer the Conflict Dynamics Profile (CDPi), an individual, self-
assessment of your tendencies to enact the seven constructive conflict responses and the eight 
destructive conflict responses.  The instrument also asks questions about the nine hot buttons and 
provides results concerning your primary ones.  

The Conflict Dynamics Profile 360 (CDP 360) is a multi-source assessment that measures the same 
thing as the individual assessment and gets ratings from supervisors, peers, and employees.  

If you are interested in learning more about these assessments and how they can be used in your 
practice, please let me know. christy@christyvincent.com  

 

https://www.conflictdynamics.org/about-the-cdp/
mailto:christy@christyvincent.com
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Destructive conflict responses result in people enacting the DDT roles. Conflict is 
perpetuated. 
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Question 2:  How are you relating? 

Why do destructive conflict responses fuel the DDT? 

Threat 

 

Our hot buttons are hot because we perceive a threat to 
our identity or our own interests. 

        

 

 Dr. Paul Ekman’s work on the origin of conflict 
emotions helps us understand why we perceive 
others’ behavior as threats and what happens to 
our emotions when we feel threatened.  

He tells us about our auto-appraisers. 

 

 

Auto-appraisers 

We continually monitor the environment for threats to our well-being. These auto-appraisers are 
automatic and rapid.  Some of them are universal to humans; others are more specific to 
individuals. When we perceive a threat, our emotions are instantly triggered. We can be wrong 
about our perception of the threat, but our emotions are triggered anyway.  

Refractory Period 

When strong emotions are triggered, we are a refractory period—when emotion holds sway over 
rationality. It is difficult to attempt to explain the logic of anything to someone who is in a refractory 
period. It takes time for the prefrontal cortex, the executive function of the brain, to regain control.  

Dr. Dan Siegel, a clinical professor of psychiatry at the UCLA School of Medicine and the founding co-
director of the Mindful Awareness Research Center at UCLA, is an excellent source of information 
about what occurs when our emotions override our logic. He is famous for his Hand Model of the 
Brain. He helps individuals understand the brain’s form and function using their own hands as a 
model of the brain. He helps us understand that when we are in the refractory period, we are in 
essence “flipping our lids.” 

 

 

https://www.amazon.com/Emotions-Revealed-Recognizing-Communication-Emotional/dp/0805072756
https://youtu.be/f-m2YcdMdFw
http://marc.ucla.edu/
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Limbic Region/Midbrain: Where emotions and memories are processed. 
 
Cerebral Cortex: Where we think and process information 
 
Prefrontal Cortex: Where problem-solving happens 
 
Spinal Cord: Connects the brain to the rest of your body 
 

The Limbic Region works with brainstem to create emotion. The Cortex is the center of our self-
awareness. It takes in information through our eyes, ears, and frontal lobe. The Frontal Lobe is 
where we form thoughts. Prefrontal cortex integrates everything together and we are able to 
regulate our emotions. When we “flip our lid,” the prefrontal cortex is no longer linking everything 
together, often leading to an outburst. If we are able to recognize when we are beginning to “flip our 
lid,” this model can help us to visualize the way we need to reintegrate and manage our emotions. 

 

 

 

https://www.mindsightinstitute.com/
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How can we cool our hot buttons?    

We get the button-pusher to change, right? 

No, that doesn’t work. 

 

 

 

Instead, we go to the balcony. 

 

Going to the balcony is…. 
 

   ….taking a distanced view of close things. 
 

A quote attributed to Miyamoto Musashi 
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Going to the balcony is asking yourself:  Where is my focus? 

        

 

Why are my hot buttons so hot? 

• Is it just one individual or is problem with more people? 

• What is it about the button-pushing behavior that is threatening to me?  

• When I am triggered, how do I typically feel? How do I want to feel? 

• In what conditions is my hot button triggered? 

• When triggered, do I feel or behave like a Victim? Like a Persecutor? Like a Rescuer? 

• What choices do I have about how I behave when I am triggered? 

Avoid automatic negative attributions. 

• Attempt to take the perspective of the person.  

• Why might the person be acting this way other than the reason I have assigned? 

• Rather than inventing motives for the person, ask them to help you understand their 

actions. 
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• Avoid labeling the person as a Persecutor. 

• Focus on the behavior you would like to see from the person. 

• Focus on the outcome you desire for the situation. 

Question your interpretations. 

• What did the other person actually say and do? What meaning am I assigning to those words 
and actions? What past experience with this person makes me assign that meaning? Have I 
ever been wrong about this person in the past?  

• Could I have perceived the situation differently? If so, would I have been triggered if I had 
taken a different view? 

• Am I replaying the conversation over and over in my mind and getting stuck in a negative 
spiral? 

• Am I viewing a Challenger as a Persecutor? 

What is the outcome you desire? 

• Have you had good discussions with the button-pusher before? What were those like? 

• How could you have a productive conflict with this person? 

• How could a good relationship with the person benefit you, them and the organization? 

• In what ways are the person’s actions that are irritating to you actually helpful for the 
organization? (Example:  Abrasive people are often good at identifying problems quickly. 
Aloof people encourage self-sufficiency in others.) 

• Envision yourself enacting constructive conflict responses. 
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Question 3:  What actions are you taking? 

 

 

 

 

 

 

 

 

 

• Be unconditionally constructive. 

• Get feedback from neutral parties. 

• Ask questions to increase your understanding of their perspective. 

• Listen to the other person. 

• Separate the person from the issue. 

• Speak in terms of productive conflict. 

• Express emotions without blame. 

• Model constructive responses   

 

Breakout session:   

In this breakout session, please discuss with your group the connections you are making 
between the Three Vital Questions (particularly FISBE) and the information on constructive 
and destructive conflict responses and the ways that hot button reactions can lead to 
destructive conflict behaviors. (Approximately 10 minutes.) 

 

 

See other’s 
words or 
actions 

Feel Act 
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Resources and References 

The following list contains some of the references for this handout. It also includes some of my 
favorite resources for conflict management.  

Chism, M. (2011). Stop Workplace Drama: Train Your Team to have No Complaints, No Excuses, and 
No Regrets. New Jersey: John Wiley & Sons.  https://marlenechism.com/ 

Emerald, D. (2015). The Power of TED* (*The Empowerment Dynamic): 10th Anniversary Edition 
Paperback. Polaris Publishing. ISBN: 0996871802 

Emerald, D. (2012). TED* WORKBOOK: Creating a Positive Approach to Life’s Challenges. Spiral-
bound. ISBN: 097714416X 

Emerald, D. (2019). 3 Vital Questions: Transforming Workplace Drama Paperback. Polaris Publishing. 
ISBN: 0996871837 

Emerald, D. Web Sites 

• https://powerofted.com/ 

o Original Web site primarily focused on The Empowerment Dynamic (TED*) 

• https://3vitalquestions.com/ 

o Newer Web site focused on March, 2019 publication, 3 Vital Questions (3VQ): 
Transforming Workplace Drama 

• https://powerofted.com/ted-works/ 

o Weekly newsletter delivered every Friday. Brief, 500-800 words focusing on an 
aspect of the TED* and 3VQ work 

Fisher, R. & Shapiro, D. (2005), Beyond reason: Using emotions as you negotiate. New York: Viking. 
http://www.beyond-reason.net  

Fisher, R. & Ury, W. (1991). Getting to yes: Negotiating agreement without giving in. New York: 
Penguin Books. 

Fritz, R. (1993). Creating: A practical guide to the creative process and how to use it to create 
anything—a work of art, a relationship, a career or a better life. Ballantine Books. ISBN 
0449908011 

Fritz, R. (1989). Path of Least Resistance: Learning to Become the Creative Force in Your Own Life. 
Ballantine Books. ISBN 9780449903377 

Fritz, R. (2011). The Path of Least Resistance for Managers. (2nd ed). Newfane Press. ISBN 
0972553665 

https://marlenechism.com/
https://powerofted.com/
https://3vitalquestions.com/
https://powerofted.com/ted-works/
http://www.beyond-reason.net/
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Hammond, S. A. & Mayfield A. B. (2004). The thin book of naming elephants: How to surface 
undiscussables for greater organizational success.  Bend, OR: Thin Book Publishing. 

Jones, T. S., & Brinkert, R. (2008). Conflict coaching: Conflict management strategies and skills for 
the individual. Sage Publications. 

Runde, C. E. & Flanagan, T. A. (2007).  Becoming a competent conflict leader: How you and your 
organization can manage conflict effectively. San Francisco: Jossey-Bass. 
http://www.conflictcompetentleader.com  

Runde, C. E. & Flanagan, T. A. (2013).  Becoming a competent conflict leader: How you and your 
organization can manage conflict effectively (2nd ed.) San Francisco: Jossey-Bass. 
http://www.conflictcompetentleader.com 

Runde, C. E. & Flanagan, T. A. (2010).  Developing your conflict competence: A hands-on guide for 
leaders, managers, facilitators, and teams.  San Francisco: Jossey-Bass. 
http://www.conflictcompetentleader.com 

Stone, D., Patton, B., Heen, S. (1999). Difficult conversations: How to discuss what matters most. 
New York: Penguin. http://www.pon.harvard.edu  

Stone, D. & Heen, S. (2014). Thanks for the Feedback: The Science and Art of Receiving Feedback 
Well Even When it is Off Base, Unfair, Poorly Delivered, and, Frankly, You’re Not in the Mood. 
New York: Penguin. http://www.stoneandheen.com  

Ury, W. (2000). The third side. New York: Penguin Books. 
 http://www.thirdside.org  
 

Wilmot, W., & Hocker, J. (2011).  Interpersonal Conflict (8th ed.). New York: McGraw Hill. 

 

http://www.conflictcompetentleader.com/
http://www.conflictcompetentleader.com/
http://www.conflictcompetentleader.com/
http://www.pon.harvard.edu/
http://www.stoneandheen.com/
http://www.thirdside.org/

