Appendix T: Conflict Resolution & Difficult Conversation Framework — Lead Through the Tension
Conflict on the floor isn’t a sign of failure; it’s a sign of people who care enough to disagree. The goal isn’t to avoid tension, it’s to turn friction into progress. This framework gives frontline leaders a repeatable way to handle hard talks and daily flare-ups with professionalism, empathy, and results.
1. The Leadership Mindset
Before you speak, check your intent. If you’re trying to win, you’ll lose people. If you’re trying to understand, you’ll win both the person and the problem.
Ask yourself:
Am I calm enough to listen?
Do I want resolution, or validation?
Can I separate behavior from the person?
2. The 5-Step Difficult Conversation Framework
Step 1: Prepare, Don’t Wing It.
Write down the issue in one sentence: “We’re missing our dock cutoff because the staging area isn’t cleared.”
Clarify your goal: what outcome you want, not just what you want to say.
Collect facts; no rumors, no “they said.”
Pick the right time (never in public, never mid-crisis).
Step 2: Start with Care, Not Blame.
Open with intent: “I want to help us fix this before it becomes a bigger issue.”
Keep tone calm, posture open, and volume low.
Lead with respect, even if the message is hard.
Step 3: Describe the Behavior, Not the Person.
Use the See–Say–Impact model: “I saw three pallets left blocking the fire lane yesterday. That delays staging and violates safety rules.”
Avoid labels like lazy, careless, or unmotivated. Those kill trust instantly.
Step 4: Listen Like a Coach.
Ask open questions: “What’s getting in the way?” “What do you think should change?”
Don’t interrupt silence; it’s where truth lives.
Reflect back what you heard: “So, you’re saying the new staging policy slowed you down.”
Step 5: Close with a Clear Plan.
Agree on one specific next action: “Let’s set up a five-minute cleanup check before breaks.”
Confirm understanding: “I’ll check back Friday to see how it’s going.”
End on commitment, not consequences, unless this is a final warning, then say it plainly and respectfully.
3. Conflict Resolution Ladder
	Level
	Type of Conflict
	Example
	Resolution Method

	1
	Simple misunderstanding
	Wrong pick label, schedule mix-up
	Clarify facts, document process

	2
	Behavior conflict
	Repeated lateness, negative tone
	5-step conversation framework

	3
	Peer dispute
	Picker vs. packer argument
	Supervisor mediation, reset expectations

	4
	Team vs. management tension
	Policy or overtime disputes
	Cross-functional meeting, neutral facilitation

	5
	Toxic behavior or harassment
	Intimidation, disrespect, bullying
	HR escalation, formal investigation


4. Conversation Ground Rules
Private location, neutral tone, two chairs at equal height.
Speak last, not first.
Keep notes factual: date, behavior, response, agreed action.
Follow up in writing for accountability.
Never let a first warning be a surprise. Coaching should always come first.
5. Language That Works
	Situation
	Instead of Saying
	Say This

	Missed target
	You’re underperforming.
	Let’s look at what’s blocking you from hitting target.

	Safety violation
	You’re careless.
	That move puts you and others at risk. Let’s fix it together.

	Poor attitude
	You need to change your attitude.
	I’ve noticed frustration lately. What’s driving that?

	Peer conflict
	You two need to work it out.
	Let’s talk about what each of you needs to work better together.


6. Conflict Debrief Checklist
Did I stay calm the whole time?
Did I listen more than I spoke?
Did I end with an action, not emotion?
What did I learn about the person?
What could I do better next time?
Log short notes weekly. Over time, you’ll build a map of where your leadership improves or slips.
7. Metrics That Prove Progress
	Metric
	Target
	Tracking Method

	Repeat conflict rate
	<10%
	Track recurrence by person/issue

	Follow-up compliance
	100%
	Review within 7 days

	Supervisor resolution success
	>80%
	No HR escalation needed

	Employee satisfaction
	+10 points
	Post-conflict pulse survey


8. Field Rule
You can’t control emotions, only tone and timing. When voices rise, lower yours. When tempers flare, pause. When blame starts, bring facts. Leadership in conflict isn’t about being right; it’s about keeping the conversation alive long enough to fix the problem.
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