A Hi gher Education Mediation Training Mdel

Nor ma Guerra

The University of Texas at San Antoni o Probl em Sol vi ng/ Conflict
Resol ution (PS/CR) Program has been in operation for over five years. During
this time, the PS/ CR Program Model has generated support and enhanced interna
conmuni cati on anong faculty, staff and students. Senior |evel faculty, staff
and students fromdepartnments and of fices across the main canpus, the UTSA
Downt own canpus and the Institute of Texan Cultures, have been selected and
have received 40 hours of training as University Liaisons/nediators. The
m ssion has been to facilitate communicati on and assist as nediators. Once
trained, the liaison role is added to their primary professional positions
within the university. Persons experiencing interpersonal and/or policy and
procedural concerns are invited to consult with University Liaisons who offer
i nfornmati on and/or strategies for processing conflict.

A maj or consideration in the establishnment of this nultifaceted PS/ CR
service option was the recognition that not all conflict is the sane. Thus,
the processing of differing |levels of conflict allows dispute resolution
options to be matched cl osest to the specific need. The set priorities for
the programinvolve 1) building a canpus conmunity by supporting the
est abl i shnent and mai ntenance of canpus-wi de rel ationshi ps through open
conmuni cation; 2) providing a clearinghouse of infornmation; and 3) ensuring a
safe place for exploring options in processing conflict. The nultileve
strategi es for conmunication and conflict resolution include: 1)
probl em sol vi ng assi stance; 2) responses to information requests; 3)
col | aborative probl emsolving strategi es, when only one person feels
confortable with nediation; 4) nmediation; 5) onbudsing; and 6) group
facilitation (Guerra, N. & Elliott, G, 1996).

The uni que hi gher education scope and requirenents of the PS/ CR Mde

provi de an opportunity for specialized training applications. H gher
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education specific nmediation needs and problemsolving strategy training are
not addressed in traditional 40-hour nediation training. Distinct higher
education programissues include process, predictability, and data collection
for formative/ sumative evaluation. The devel opnent of the nodel to guide
practice and training resulted in unique higher education setting elenents
requiring some precise training and specific topics. The institutiona
guesti on posed was: Can a higher education problem sol ving/dispute resol ution
nodel be developed to train faculty, students and staff using a "college
scenarios with a predictable process” that will naximze the goal of resolving
conflict without inpacting professional reputations?

After several attenpts to adjust to a commrunity/nei ghborhood-based
nedi ati on nodel, the university opted for creating it's own program The
training cornerstone is the Mediation Inventory for Cognitive Roles Assessnent
(MCRA). The MCRA is a process driven evaluation instrunent that provides a
checklist guide to assist, nmonitor, and evaluate the nediation process. The
instrument allows for the collection of formative and summative data
concerning the levels of participation observed by the participants, as wel
as by the mediators, by tracking nunbers of interactions and cognitive
strategi es used. The MCRA also facilitates the consistency in processing
medi ated conflicts.

The basic hypothesis is that the nore participation and interactive
di scussi on anbng the disputants, the greater the possibility that the
agreenments made will be adhered to as opposed to the reverse. |f the
nedi ators are doing the bulk of the work in processing the shared issues with

a mnimal amount of interaction occurring anong the disputants, there is a

greater possibility that there will be | ess adherence to any agreenents
gener at ed.
Key to training is active listening skill devel opnent. The skills of

coachi ng and nodel i ng appropriate comruni cati ve exchange for the disputants is

focal to facilitating creative solutions. It is also an area where everyone
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bel i eves they are skilled whether they are or not. Because hi gher education
is atraditional systemand so nuch of what occurs within a workday invol ves
human i nteraction over an extended period of time within a traditiona
setting, it is reasonable to explore the application of devel opnental staging
with the notion of devel oping a new hi gher education nodel. Hunan

rel ati onshi ps progress or digress over a period of tinme with a strained or
nonfunctioning interaction. Developnental theory provides a basic | anguage
and conceptualization in staging the processing of conflict resolution in

hi gher education. W have created a hi gher education conflict resolution
standard for processing conflict anmong faculty, staff, and students as

di sputants. The highly structured organi zation carries comopn threads
parallel to all colleges and universities that should nake this approach
appl i cabl e.

The UTSA nedi ati on di spute resol ution option has been defined as a
confidential intervention in processing interpersonal disputes by using
neutral, third-party co-nediators. The option provides assistance to
di sputants in isolating issues, generating considerations for resolving issues
and in assisting with reachi ng consensus of an agreenent that accomvbdates the
needs of both disputants.

The nmediation training is built on the Mediation Inventory for Cognitive
Rol es Assessment (M CRA), an instrunent created to nmonitor process and track
cognitive roles assuned in managing the crisis of individuals in conflict
(Guerra, N., & Elliott, G, 1997). The structured focus involves four ngjor
goal s, each building upon the others, and includes:

Medi ati on Goal #1 - Establishing the Paraneters
Medi ati on Goal #2 - Determining the Interests

Medi ati on Goal #3

I dentifying the Program

Medi ati on Goal #4 Sol ving the Probl em

It is acyclic nodel allowing the fluid transaction fromone step into



another, but also allowing the revisiting of a conpleted step as required (see
attachment A). This is an experinental yet practical way to explore the
growi ng nedi ation theory in higher education. |Incorporating the ability to
collect data allows the profession to devel op by neasuring el enents invol ved
in hel ping disputants seek a solution. The nediation course was designed to
provide infornmation and activities to enhance skills, and to all ow
partici pants practice through extensive nediation role play with scenarios
created that reflect typical situations that may arise. General information,
speci fic techniques and expectations for nediating and resolving conflict are
presented to give a well-rounded view of the conflict resolution field with
particular attention to processing conflict in an institution of higher
education. The basic conponents are presented for consideration
Medi ati on Goal #1: Establishing the Paraneters

Once it is established that nediation is the option of choice, bjective
1: Prelimnary Arrangenents - begins the process. Parallel to a clinica
setting, rapport anong the nediators and disputants is crucial. The shared
goal and ground rul es are explained and an opportunity to ask questions about
the process is provided. The second objective: Introductory remarks are nade
by the nediators and once nore care is taken to allow disputants time to
express their concerns or ask questions about the process. Successfu
conpl etion of these objectives sets an appropriate clinate for listening and
conmuni cating, so that the negotiations within the context of the nmediation
have t he best possible conditions of being successful. The acconplishnent of
the goal ensures that an environnent conducive to conciliation is established.
Medi ation Goal #2: Determine the Interests

There are two objectives within this stage of process. bjective 1
Initial Statenents are exchanged by the disputants with the nediators
noni toring the agreed upon ground rules. Once this objective is net, the
second hjective is to begin: Information gathering. This objective requires

active listening skills along with process nonitoring already established in
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Medi ation Goal 1. Mediators will summarize then restate information provided
to encourage and clarify disputants' exchange. This is an "interest-driven"
nodel that supports the need for a confortable atnbsphere where the interests
of the disputants can be discovered. The interests are then worked into an
i nclusive problem statenent, which is the third goal
Medi ati on Goal #3: |Identifying the Problem

This is the pivotal point of the training and nedi ati on process. The
trained and skilled ability to concisely and precisely restate the issue with
identified interests allows the process to nove quickly and clearly along an
anal ytical venue. Mediators are trained to nodel the appropriate exchange and
then to step back, allow ng the disputants an opportunity to begin
interacting. Both disputants' interests are equally bal anced and articul ated
within the statenent which is the final elenment of this stage.
Medi ati on Goal 4: Solving the Identified Problem

There are three objectives within this final goal
bjective 1: Cenerating Options is the free-flowi ng consideration of possible
resolutions to the identified issue.
bj ective 2: Bargaining and Negotiating is the opportunity to begin testing
t he options generated.
oj ective 3: Agreerment Witing/Reality Testing.
These final activities are typical to other nediation nodels in coordinating
the details to the fornulated agreenent. In Agreenent Witing/Reality
Testing, the mediators assist the disputants in drafting the agreed-upon
resolution in witten form discussing the details of inplenentation of the
agreenment. The closure resenbles the initial opening with the mediators
t hanking the disputants for their participation and good faith effort in
processing their resolution. The closing environnent should have the sane
confort level as the initial nmonments together, if not they should feel nore
confortabl e knowi ng that comuni cation is possible wi thout inappropriate

nane-calling, etc. Disputants are given information about the other PS/CR
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Program options and invited to visit again at any point in the future.
Sunmary and | nplications

Conflict is a part of life and systens, hence by extension, part of life
i n higher education. Change, diversity and the need to bal ance efficiency
with effectiveness have provided the required necessity to begin devel opi ng
the patterns of conflict and conflict resolution in higher education
Adj usting | anguage and procedures to process conflict in an academ c arena
provi des for professional gains as well as enables training and procedures to
be provided at a level appropriate to trainees’ selected career vocations.
Wil e a higher education institution is a community, it is unique and
institutionally different from our nei ghborhoods and corporate conmuniti es.
Consequently, the opportunity to begi n devel opi ng hi gher education conflict
resol ution nodel s and patterns is appropriate.

The expl oration of nodels, devel opmental staging, curriculum devel oprment
and training allow for the collecting of data to begin facilitating the
description and levels of participation in resolving conflict. There appear
to be predictabl e behavior patterns that can be observed within the processing
of conflict. |Initial data collected suggests that |evels of investnent in
partici pation does hold a relationship to the adhering to agreed upon
contracts. It is our intention to encourage the profession to nmove al ong
these | evels by providing assistance in processing conflict in higher
education. Higher education dispute resolution literature should prove to be

insightful to all involved with processing change and conflict.
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