Fundamentals of Organizational Behaviour

Key Concepts, Skills and Best Practices


CHAPTER 9
CONFLICT AND NEGOTIATION

Learning Outcomes

· Define the term conflict, distinguish between functional and dysfunctional conflict, and identify three desired outcomes of conflict.

· Define personality conflicts, and explain how they should be managed.

· Discuss the role of in-group thinking in intergroup conflict, and explain what can be done to avoid cross-cultural conflict.

· Identify the five conflict-handing styles.

· Draw a distinction between distributive and integrative negotiation, and explain the concept of added-value negotiation.

I. A MODERN VIEW OF CONFLICT

A conflict is a process in which one party perceives its interests are being opposed or set back by another party.

A. A Conflict Continuum - Frederick W. Taylor believed all conflict ultimately threatened management's authority and thus had to be avoided or quickly resolved.  Beginning in the 1970's, OB specialists realized conflict had both positive and negative outcomes, depending on its nature and intensity.

Organizations that experience too little conflict tend to be plagued by apathy, lack of creativity, indecision, and missed deadlines.

Excessive conflict can erode organizational performance because of political infighting, dissatisfaction, lack of teamwork, and turnover.

B. Functional versus Dysfunctional Conflict

· Functional conflict serves an organization's interests.

· Dysfunctional conflict threatens an organization's interests.

C. Causes of Conflict 

1. Organizational Level

a. Competition for limited resources
b. Unreasonable or unclear policies, standards, or rules
c. Organizational complexity
d. Unmet expectations
2. Group Level

a. Overlapping or unclear job boundaries

b. Interdepartmental or intergroup competition
c. Unreasonable deadlines or extreme time pressure

d. Collective decision making

e. Decision making by consensus

3. Interpersonal Level
a. Incompatible personalities of value systems
b. Inadequate communication
c. Unresolved or suppressed conflicts

D. Desired Outcomes of Conflict

1. Agreement

2. Stronger relationships

3. Learning

II. MAJOR FORMS OF CONFLICT

A. Personality Conflicts are interpersonal opposition driven by personal dislike or disagreement

1.
Workplace Incivility:
The Seeds of Personality Conflict

2. Dealing with Personality Conflicts

Tips for managers and non-managers (See Table 9-1, page 188):

Employees having a personality conflict

· Communicate directly with the other person
· Avoid dragging co-workers into the conflict
· If dysfunctional conflict persists, seek help from direct supervisors or human resource specialists
Third-party observers of a personality conflict

· Do not take sides in someone else's conflict.

· Suggest the parties work things out themselves 

· If dysfunctional conflict persists, refer the problem to parties' direct supervisors.

Managers whose employees are having a personality conflict

· Investigate and document conflict

· If appropriate, take corrective action

· If necessary, attempt informal dispute resolution

· Refer difficult conflicts to human resource specialists or hired counsellors for formal resolution.

B. Intergroup Conflict

1.
In-Group Thinking:
The Seeds of Intergroup Conflict - building group members together, can be a good or bad thing. Specifically:

· Members of in-groups view themselves as a collection of unique individuals, while they stereotype members of other groups as being "all alike".

· In-group view outsiders as a threat.

· In-group members exaggerate the differences between their group and other groups. This typically involves a distorted perception of reality.

2. Research Lessons for Handling Intergroup Conflict

· An Updated Contact Model – See Figure 9-1, page 189
· Priority number one for managers faced with intergroup conflict is to identify and root out specific negative linkages among groups.

C. Cross-Cultural Conflict

1. International Consultants 

· Consultants can help untangle possible personality, value, and intergroup conflicts from conflicts rooted in differing national cultures.

III. MANAGING CONFLICT

A. Creating Functional Conflict - encourages different opinions without protecting management's personal feelings.

· One method of encouraging the expression of different opinions is called devil’s advocacy. One individual is assigned to uncover and air all possible objections to a proposed course of action.
B. Alternative Styles for Handling Dysfunctional Conflict (See Figure 9-2, page 193)
1. Collaborating – also known as integrating or problem solving, shows high concern for self and others
2. Accommodating – often called obliging or smoothing involves playing down differences while emphasizing commonalities
3. Competing – high concern for self and low concern for others
4. Avoiding – appropriate for trivial issues or when the costs of confrontation outweigh the benefits of resolving the conflict

5. Compromising – This is a give and take approach involving moderate concern for both self and others

C. Practical Lessons from Conflict Research

Research studies have provided the following insights regarding conflict:

· Personality traits affect how people handle conflict

· How you disagree with someone is very important in conflict situations

· Aggression breeds aggression

· An integrative style of handling conflict led to higher group satisfaction than did an avoidance style

· Challenging and clear goals can defuse conflict

· Higher levels of conflict tended to erode job satisfaction and internal work motivation

· There is no gender effect on handling conflict

IV. NEGOTIATING – Give and take process between conflicting interdependent parties
A. Two Basic Types of Negotiation

1. A distributive negotiation usually involves a single issue, traditional win-lose thinking.

2.  Integrative negotiation calls for a progressive win-win strategy.  An agreement can be found that is better for both parties than what they would have reached through distributive negotiation. 

B. Mutual Gains (Interest-Based) Bargaining – A win-win, integrative bargaining approach based on training in problem solving and conflict resolution, intended to produce solutions that satisfy the interests of both parties.
C. Ethical Pitfalls in Negotiation – See Table 9-2, page 196 for a description of questionable/unethical tactics in negotiation
V. THIRD-PARTY INTERVENTIONS: ALTERNATIVE DISPUTE RESOLUTION - avoiding costly lawsuits by resolving conflicts informally or through mediation or arbitration.
A growing number of organizations have formal ADR policies involving an established sequence of various combinations of these techniques:

· Facilitation

· Conciliation

· Peer review

· Ombudsperson

· Mediation

· Arbitration
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