INFORMAL RESOLUTION SYSTEM (IRS)

INSTRUCTORS GUIDE

(SHOW PPT SLIDE #1)

(SHOW PPT SLIDE #2)

	LESSON OBJECTIVES
	LEVEL

	A. Define the concept of the IRS
	Comprehension

	B. Discuss the Key elements relating to IRS
	Comprehension

	C. Demonstrate a working knowledge of IRS
	Knowledge


SUPPORT MATERIAL AND GUIDANCE

Lesson Focus

Lets take a moment to think about a possible conflict that you might find yourself in.  You overhear someone telling a racial or sexist joke, you see a nude picture, a female, or even a male hanging on the wall, or you hear an ephitat?

· How would you feel, EMBARRASSED, DEFENSIVE, ANGRY?

· How would you react?

· How would these type of conflicts affect you, how would they affect your work section?

· How would you resolve some of these conflicts?

Instructional Method

Lecture (1Hr) 

Film: Resolving Conflict; 30 minutes

SHOW FILM: Resolving Conflict; 30 minutes

LEAD IN:  By taking the time and applying the basic points, we resolve conflict at the lowest possible level and cut the number of DASH reports in half.   The IRS emphasizes that it is each person’s responsibility to be a role model of appropriate behavior and to confront inappropriate behavior when it is observed or brought to our attention.
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1.  DEFINITION OF TERMS.  The IRS symbol graphically displays all parts of the system. Lets quickly examine each section.

The IRS consists of three sections, they are:

a.  The three BEHAVIOR ZONES that help determine if the behavior is acceptable or not

b.  The four ROLES in which an individual may find Themselves, each of which carry specific individual responsibilities

c.  The three RESOLUTION OPTIONS an individual can take to resolve the conflict.
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2.  The first section of the IRS identifies three Behavior Zones, which we associate with a traffic light: Red, Yellow and Green.

a. Red means “stop!" 

Red zone behavior is always unacceptable and includes asking for sexual favors in return for a good performance evaluation; making supervisory decisions because of a person's race or gender; or sending "hate" mail. The most severe forms of red zone behavior are clearly criminal, like rape and sexual assault.

b.  Yellow means “Use caution" 

Yellow zone behavior is regarded as inappropriate by most people and includes making racial, ethnic, or sexual comments or jokes; violating personal "space'; and touching someone in a sexually suggestive way. How yellow zone behavior is perceived depends on the situation and the individuals involved, as well as others who observe the behavior. Just as a traffic light changes from yellow to red, if this behavior is repeated, especially after being told it is not appropriate, it becomes red zone behavior and is definitely unacceptable.

c. Green means "Go!"  

Green zone behavior is acceptable and includes counseling on performance or military appearance; normal social interaction; a polite compliment; touching which could not reasonably be perceived in a sexual or threatening way; and friendly conversation.

DISCUSSION POINT:  We stress that in order to determine whether the behavior is red, yellow or green it is important to consider what a "reasonable person" would believe. Individual beliefs of what constitutes discrimination, harassment or other inappropriate behavior are based on our own experiences and background. To determine what a reasonable person may think about a certain behavior, you must consider what the average person perceives as appropriate. You must always keep in mind how the recipient may have perceived it. Each conflict should be judged on all of the facts relating to the specific behavior. Remember, each individual’s opinion on what zone the behavior is in, may vary on the same facts.
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3.  The next section of the IRS identifies the four Roles individuals may find themselves in.

a. The RECIPIENT is an individual who feels offended or harassed by someone’s behavior.

b. The OFFENDING PERSON is an individual who may have offended or harassed another.

c. The OTHER PERSON AKA the Third Party, is an individual who has been approached by the recipient, offending person or who has observed discrimination, harassment or other inappropriate behavior.
d. The SUPERVISOR is an individual who has been approached by the recipient, offending person, other person or has observed discrimination, harassment or other inappropriate behavior. (Normally a SNCO or above)
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4.  In fulfilling individual responsibilities to help resolve conflict, it is essential to understand the three Resolution Options available.

a. Direct Approach:  Allows the individuals involved to discuss the conflict either in person or in writing. If the recipient decides to approach the offending person directly they may want to give themselves enough time to collect their thoughts and or calm down. They can do this by writing down their thoughts in the form of a letter to the offending person. They should not let too much time pass before approaching the offending person because this delay might appear to lessen the seriousness of their concern. They should speak to the offending person directly and privately, and stay focused on the behavior and its impact.

b. Informal Third Party:  Allows individuals involved to request advice. Usually, this will be a friend or a co-worker, but may include:  the chaplain, Equal Opportunity Representative (EOR), Equal Opportunity Advisor (EOA) or other persons with whom the individual feels comfortable. 

(1) A third party may also intervene on the recipient’s behalf.  This person may accompany them to speak to the offender or may go to the offender on their behalf. 

c. Training Information Resources (TIR):  The TIR approach allows individuals to request resource materials or training concerning discrimination, harassment or other inappropriate behavior. Using these materials is a good way of communicating to the offending person and to other individuals in the workplace, in a non-threatening way that the behavior is inappropriate. We emphasize that this is a good option that will be most effective when used with the direct approach or the informal third party approach. An individual may request a TIR from the EOR or EOA.   

(1) Depending on the seriousness, it may be necessary for the CO to agree that training is an appropriate way of addressing the issue. If so, coordination for the resource or training materials will be made from the TIR library or other available sources.

(SHOW PPT SLIDE #7)                
	IRS PROCESS

What exactly happened?
What was the impact?

Apply the Reasonable Person Standard….

Behavior zone was red, yellow or green?

What are my responsibilities?

What are the options?



5.   The Informal Resolution SYSTEM PROCESS:  The best way to understand the IRS is to quickly walk through the process. We'll begin by examining how a recipient would resolve a conflict and then proceed through the remaining roles. The individuals in each of these roles must evaluate the conflict they are faced with by asking the following standard questions:

· What exactly happened? 

· What was the impact?

· Would the behavior have offended a reasonable person of similar background?

· Was the behavior zone Red, Yellow or Green?

· What are the responsibilities and options for the role(s) involved?

DISCUSSION POINT:  Once they have answered these questions they will be able to consider the options and actions available within each behavior zone.
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a. The Recipient who feels offended or harassed by someone else's behavior must: 

· not ignore conflict
· review their options
· take action to reach a resolution
(1) Red Zone:   If IRS is used, the recipient is encouraged to report the behavior to their supervisor. This will enable you to discover if you have an individual who is repeatedly offending others.

(2) Yellow Zone:  If the recipient determines that the behavior falls within this zone, consider the following options and action(s).

(a.) Direct Approach: As stated earlier, the direct approach is the preferred option. If the recipient selects this option, they may either approach the offending person directly or write them a letter.

(b.) Ask an Informal Third Party for help: If they do not want to directly approach the offending person, they may decide to speak with someone else, an informal third party, for advice or assistance in approaching the offending person.

(3) Green Zone:  If the behavior was not discrimination, harassment or otherwise inappropriate, the recipient may want to explain why the behavior offended them.  
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b. The Offending Person is an individual who may realize that their actions have been inappropriate upon reflection, because someone told them that their behavior was discrimination, harassment, or otherwise inappropriate.  The offending person must:

· not ignore the situation

· listen to understand

· review their options

· take action to reach a resolution.

(1) Red zone: If the behavior falls within this zone, they must immediately stop it and solicit advise from supervisors in the chain of command.  It is possible that they may have violated several regulations and instructions, in which case they may face formal or official action. 

(2) Yellow zone: If the behavior falls within this zone, the offending person must consider the following options and action(s). 

(a.) Direct Approach: If the offending person selects this option, they should listen to the recipient to understand their point of view and try to understand why the person was offended. Whether the offending behavior was intentional or not, they should apologize for the conflict it caused. They should also change their behavior to avoid creating similar conflicts that could move their behavior into the red zone.  

(b.) Ask an Informal Third Party for help: If they are not comfortable discussing the situation directly with the recipient, they may want to ask an informal third party for advice or assistance in approaching the recipient.

(3) Green zone: The offending person should ask for feedback from the person offended.  An apology for the unintended impact would be an appropriate step in clarifying the matter.  
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c. The Other Person is an individual who is approached or observes discrimination, harassment or other inappropriate behavior. They must:

· not ignore conflict
· listen to understand
· maintain confidentiality
· when possible; take action to reach a resolution.

(1) Red zone:  If the Third Party observes Red Zone behavior, they should immediately take action to stop it.  If the IRS is used, the Third Party should encourage the Recipient to tell their supervisor what occurred. 

(2)  Yellow zone:  If the behavior falls within the yellow zone, whether the other person observes the offending behavior or the Recipient makes them aware of it, the options and action they have are the same. They can take the direct approach with the individual(s) involved or take it to another person to assist in resolving the matter.  

(3) Green zone:  If the other person observes or is made aware of behavior that falls into this zone, no action is necessary. However, there may be a need to clarify the incident.  

(SHOW PPT SLIDE #11)
                                                                
[image: image8.wmf]EORC

18

-

11

&

Listen and do not filter complaints

&

Request resource materials or training

&

Take appropriate action

&

Follow

-

up and provide feed back

RED ZONE

Take Formal Or Official Action 

YELLOW ZONE

Direct Approach 

Informal Third Party 

Training & Information 

GREEN ZONE

No Action Required 

Supervisor


d. Supervisor who has been approached by the recipient, the offending person, other person, or has observed discrimination, harassment or other inappropriate behavior, can be any individual who has subordinates working for them, regardless of grade or rank.

· Listen and not filter complaints

· Intervene when necessary

· Take or support action to reach a resolution

· Request or provide resource materials or training

· Take appropriate action 

· Follow up and provide feedback

(1) Red zone:   If the behavior falls in this zone and is criminal in nature, supervisors must report it to appropriate authorities. The following actions for Red zone behavior also apply. 

(a.) If the Recipient or Third Party tells the supervisor about the behavior, the supervisor must determine what action is appropriate and decide if it is necessary to report the behavior through official channels. Sometimes, behavior in this zone can be corrected on the spot by the supervisor involved. The situation will dictate if anyone else needs to be notified.  

(b.) Determine the need to separate the recipient and the offending person in the workplace. If this is necessary, the "offending person" should be moved, not the recipient. Moving the recipient would only increase the perception of others that they were at fault and not the offending person.   

(2) Yellow zone:   

(a.) Supervisor must consider the options and action that will be taken depending on how they become aware of the inappropriate behavior. However, most supervisors will find that the best way to resolve conflicts that are brought to their attention is to directly discuss the issue with the individuals involved.  

(b.) Whether the supervisor observes the offensive behavior or they are made aware of it, the application of the options and actions may be a bit different. However, supervisors should always speak to the individuals involved directly. They should find out if the recipient is offended and encourage the IRS options. The supervisor should direct the offender to change their behavior.  Offenders may be directed to obtain or seek advice or counsel from other personnel who have expertise in the area. Supervisors may also request or provide a TIR to help resolve or prevent future conflicts. 

(3) Green zone:  If the supervisor is made aware of behavior that falls into this zone, no action is necessary. However, there may be a need to clarify the incident.  

TRANSITION:  We have just quickly examined the IRS by walking through its procedures. For the IRS to be most effective, individuals must communicate well. The reason that effective interpersonal communications is an essential ingredient to the success of the IRS is simple: if individuals can't communicate with each other and discuss conflict in a calm rational manner, they won't be able to resolve conflict at the lowest possible level. They will have no alternative, but to rely on the formal or official system.

Students must be taught that the keys to successful communications are:

(SHOW PPT SLIDE #12)
	COMMUNICATION SKILLS

Seeing the other person’s point of view
Approaching another person

Apologizing




6.  INTERPERSONAL COMMUMCATION SKILLS

a. Treating everyone with dignity and respect and 

b. When in conflict, discussing only what the person did and not the person's personality

c. How to see the other persons point of view

d. How to approach another person when trying to resolve a conflict 

e. Methods of apology 

TRANSITION: There are several resources that are available when apply the IRS.  First is the Skills Booklet, which describes the IRS and all of its elements and Secondly is, your local EOA, who can provide information, lectures, guided discussion, advice and counseling on matters surrounding discrimination.  
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7.  RESOURCES-materials EORs may use to do EO training in their units, or to help in Informal Resolution System to help educate Marines.
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8.  SUMMARY

We have discussed and reviewed the effectiveness of the IRS in handling conflicts. The system is designed to provide a common sense approach for resolving conflict at the lowest possible level. It is intended to be timely, sensitive, confidential, reprisal free and provide feedback to the individuals involved.  Ideally, the IRS should work every time.  However, in reality, we know this won't always happen.  So, when using the IRS:

· If individuals involved don't get the response expected, don't assume the IRS failed, you may want them to try using a different option

· Give the IRS time to work

· Finally, your support for the Informal Resolution System is essential if the IRS is to be effective. You should encourage all personnel to use the system when it is appropriate, not only for issues of sexual harassment, but for any form of discrimination, harassment or other inappropriate behavior. 
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