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CONFLICT RESOLUTION PROCESS 
by Alan Retzman

 STEP ONE:  COLLECTING THE FACTS 
1.Right Setting: 
 

Establishing the right time and place to meet. 
Therefore, not in parking lot, not Sunday morning in a pew, or in pastor’s office after service with the 
door open, i.e. commotion. 

2.Right Tone: 
 

Establishing the right tone for the meeting. 
Create a calm atmosphere by providing a simple structure: 
Establish one as facilitator.   
Described why you’re there!  Example: “Just to be clear I want to tell you why we are here….  Is that 
your understanding?” 
Assure everyone will have opportunity to speak. 
Let them know you will be taking notes while they speak, so don’t stop talking. 

3.Accurately 
Collecting Facts 
 
 
 
 
 
 
 
Collecting Facts 

Collecting the Facts. 
General Instructions. 
The focus at this point is to find out what happened.    
A good first question may be:  “So tell us what happened.”   
Examples of follow up questions: 
Who was in the room?   
Where were you both sitting?   
When did it happen? 
Important Note: 
This is not a cross examination.  We come as peacemakers, not judge and jury.  Our attitude is that of 
servants tasked with getting an accurate picture through our questions.  
More Examples: 
“Let me see if I have this straight, what I am hearing you say is…. “ 
“Did I get that right?” 
“Do I have the sequence right?” 
“Here is what I think you said?”  …did I get most of it? 
“It would help me if you could tell me as nearly as you recall, the actual words he said.” 
“Let me just quickly tell you what I have captured….  Have I caught most of it well? 
“Is there anything you want to add that we haven’t talked about?” 

4.Impact on 
each person. 
 
 
 
 
 
 
Assessing 
impact 
 

Assessing The Impact On Each Person 
Fact finding is not complete without knowing the impact each person is feeling. 
 The point of this section is to answer the question,  

“Now that we understand what happened,  
tell us what this has done, how it has distressed you then and now.” 

 
 Do not assume you know what the response will be.  Things change. 
They are examples of impact questions, follow up and clarifying questions. 
“When that happened how did it affect you?” 
“What were you feeling?” 
“What has been the impact since then?” 

Key follow up questions: 
“What has changed in your attitudes, and feelings?” 

“How do you sense this is going to end up?” 
“What is most encouraging to you?” 
“What is most discouraging to you?” 

5.Ending the 
meeting 

Pray together. 
Let them know when they will hear back from the team, in writing and in person. 
You may or may not suggest, at this time, that other steps that will be taken. 

6.Note Taking/ 
Documentation 

NOTE TAKING AND DOCUMENTATION 
Write a concise summary of your interview notes, answering the question: 

“What happened and what was the impact on each of the people involved?” 
General Instructions. 
Like any interview, it’s difficult to write down whole sentences at the time one is speaking.  You 
previously let them know that you would be writing notes as they spoke so this would be less distracting 
to them.  If you need clarity on what was said as the interview proceeds ask them to go back to earlier 
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parts to add clarity.  
-Document your questions asked and the answers you received. 
-Write down key verbatims.  Ask for a “word for word,” of crucial parts of the conversation, as needed.   
Use this sparingly or you will sound like a prosecution attorney instead of a servant. 
-Write down impact statements.  Observe non-verbal body language.  Help them label feelings 
expressed, for example: 
“You seem to be feeling quite hurt, is that true?   
Or, “You seem to be feeling very angry, is that true?” 
-Document how they see this issue resolving. 
-The team may, when they feel it’s needed, read back parts to everyone to assure accuracy. 
-The CR Team should decide what is written down as a document trail.  
-Include key verbatims 
-Summarize verbal and non-verbal impact. 

STEP TWO: ANALYZING AND RESPONDING  
After the parties leave the CR team needs to analyze what they have heard and make decisions on what it will take to have a 
healthy resolution to the conflict. 
1.How serious 
is this?   
 
 
 
 
 

ANALYZING 
The main question to answer in analyzing the data is,  

“How serious is this conflict?” 
Here are some of the questions that need to be answered: 

 “What was the real issue?”  And, “Did we get at the real issue?” 
 “Is there a mouse or an elephant in the room?”    
 “Is this a real offense to be addressed carefully, or a slight to be addressed quickly without 

much expenditure of energy?”  (Without being dismissive try to limit the energy expended in 
a slight.) 

 “Was the offense acknowledged by both parties, even if they saw it differently?”   
 “Is it recent or old? 
 “How many people involved?” 
 “Are whole families involved?” 
 “Is it a personal offense?” 
 Or, “Does it involve church structure/policy, i.e., unclear job descriptions, lines of 

communication?” 
 “Were those you interviewed the right people to be in the room?” 
 “Is this being resolved in a healthy way with repentance, forgiveness and a desire for 

reconciliation?” 
 “What is the likelihood this will be resolved due to your early intervention?” 
 Count the cost:  

o How much energy is this going to take?  
o Is that energy appropriate for this situation?   
o Is this a battle we must take on? 
o On a scale of  1-10, what is the likelihood this will end in a Win-Win=10? 

2.What will we 
do in response 
according to it’s 
seriousness? 
 
 
 
 
Responding 

RESPONDING 
The main question in responding is,  

“How will we respond to achieve a healthy resolution to the conflict?” 
 

Write out the decision the CR Team has arrived at from all previous steps, especially from your 
analyzing section. 

Based on your answers to the questions above, look at all the possible options for resolution.  
At this point you are employing a problem solving method:   
1. “Fearlessly” brainstorm all possible options, without valuing them as good and bad ones!  
2. Look at the pros and cons of each option.   
3. Choose the best option.  There may be more than one you want to act on.  For example: 

a. Other meetings with the parties  
b. Forgiveness and reconciliation steps  
c. Policy issues:  changes and implement (JD’s, communication lines) 
d. Counseling.  Individual, couple, or family. 
e. Provide training for parties to better perform their service. 

4. Make a plan of action from your chosen options. 
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STEP THREE: COMMUNICATING YOUR DECISION  
To the Parties, Board, and Congregation 

IMPORTANT NOTE: 
If you are meeting with the parties again assure the right setting and tone are attended to.  Refer back to Step 1. 

1. Written Response to the Parties in the Conflict 
 
This will be the fullest and most comprehensive document.  
 It will be shared with as few people as possible, for confidentiality purposes.  The main question is: 

 
“What is a respectful and healthy response to the conflict you have presented to us, 

and what steps can be taken to bring forgiveness, reconciliation, and healing?” 
 
Write out how you arrived at your decision, based on the information and impact, and your plan of action.  This is 
for your reference, not distribution to anyone beyond the team and the parties.  This is confidential information.  
You will decide in specific situations whether paper copies are kept by the parties.  A hard copy will be sealed and 
marked “confidential” in the church’s official board records.  

2. Written Response To the Board 
 

What is shared with the official board is not detailed.  What is shared above with the parties is confidential 
between the pastor and the CR Team.  The board receives a verbal report which may include the following: 
 

1. Who were the primary people involved? 
2. How many times did you meet?  Include dates, i.e., “during May 2011” 
3. Was a healthy resolution accomplished?   
4. Were all follow up steps completed by the parties with the CR Team? 
5. Report overview to Board without details – maintain confidentiality. 

The main question you are answering for the board is,  
 

“Has the CR Team been involved in resolving any conflicts that we should be 
aware of so we can give a clear answer to individuals who may inquire?”  

3. Written Response To the Congregation   
If  it is decided that a written response to the congregation is needed, that response will need to protect 
confidential information.      
The main questions being answered for the congregation are,  

“Did the CR Team follow an orderly and biblical process to arrive at our decisions?  
Did we get the best possible resolution we could, given the circumstances?  Did we 
communicate properly to the parties and the board?” 

 


