Chapter 9: Conflict Negotiation
[bookmark: _GoBack]Conflict: process that begins when one party perceives that another party negatively affects something that the first party cares about 
· Functional: conflict that supports the goals of the group and improves its performance 
· Cognitive: task-oriented and related to differences in perspectives and judgments 
· Dysfunctional: conflict that hinders group performance
· Affective: emotional and aimed at a person rather than an issue 
 Criterion that differentiates functional from dysfunctional is group performance
· Conflict intensity continuum: from bottom (no conflict) to top (annihilatory conflict): minor disagreements or understandings overt questioning or challenging of others assertive verbal attacks threats and ultimatums aggressive physical attacks overt efforts to destroy the other party

Sources of conflict:
a) Communication: semantic difficulties; misunderstandings; “noise” in communication channels
b) Structure: greater conflict when:
· Large groups
· Increased specialization in tasks assigned to group members
· Composition of the group: younger; high turnover
· Jurisdictional ambiguity 
· Reward systems: one member’s gain at another’s expense; performance evaluations deemed unfair
i. Zero-sum reward systems
· Leadership style: little discretion; too much control
· Diverse goals among group
· Interdependency; one group dependent on the other 
c) Personal Variables: differing value systems; personality types: authoritarian; dogmatic; low self-esteem

Conflict resolution:
	- Attitudes typically define the set of possible settlements
- Conflict management strategies:
a) Dual concern theory:
· Two Dimensions determine how a conflict is handled:
· Cooperativeness: the degree to which one party attempts to satisfy the other party’s concerns
· Assertiveness: the degree to which one party attempts to satisfy his or her own concerns
· 5 conflict handling strategies based on two dimensions:
	Assertive
	Forcing: win-lose 
	
	Problem Solving: win-win 

	
	
	Compromising: can result in lose-lose 
	

	Unassertive
	Avoiding: lose-lose 
	
	Yielding: win-lose

	
	Uncooperative
	
	Cooperative



1)  Forcing: satisfying one’s own interests without concern for the other’s interests
· Make threats, bluffs, persuasive arguments, & positional commitments
· Best to use: in emergencies; on important but unpopular issues; you know you are right; against people who take advantage of noncompetitive behaviour     
2) Problem solving: clarifying differences to find mutually beneficial outcomes
· Exchange information about priorities and preferences
· Show insights
· Make trade-offs between important and unimportant issues
· Best to use: if both sets of concerns are too important for compromise; to merge different perspectives; to gain commitment through consensus; to mend a relationship 
3) Compromising: giving up something to reach an outcome (done by both parties)
· Match other’s concessions
· Make conditional promises and threats
· Search for a middle ground
· Best to use: when goals are important but not worth more assertive approaches; when opponents are committed to mutually exclusive goals; to achieve temporary settlements to complex issues; to arrive at expedient solutions under time pressure 
4) Avoiding: withdrawing from or ignoring conflict  
· Best to use: when an issue is trivial; when your concerns won’t be met; when potential disruption outweighs the benefits of resolution; to let people cool down and regain perspective  
5) Yielding: placing the other’s interests above one’s own
· Make unilateral concessions
· Make unconditional promises
· Offer help
· Best to use: when you find you are wrong; to show your reasonableness; when issues are more important to others than yourself; to build social credits for later issues; when harmony and stability are especially important 

Individuals managing conflict:
· Problem solving: face-to-face meeting; open discussion
· Developing shared goals 
· Smoothing: playing down differences and emphasizing common interests
· Compromising: each give up something to reach agreement
· Avoidance: withdrawing from or suppressing the conflict  
 Work Related Conflict Strategies:
· Expansion of resources
· Authoritative command
· Altering the human variable: behavioural change techniques 
· Altering the structural variables: job redesign, transfers, etc. 

Resolving intercultural conflicts:
· Asian cultures show a preference for conflict avoidance, compared with Americans and Britons.
· Chinese and East Asian managers prefer compromising as a strategy, contrary to North Americans.
· North Americans prefer a problem-solving approach to conflicts
· Win-win solutions are less likely to be achieved in Asian cultures.
· East Asian managers tend to ignore conflict rather than make it public.
· Japanese managers tend to choose non-confrontational styles.
· Westerners are more likely to choose forcing as a strategy than Asians.
· North Americans expect that negotiations may lead to a legal contract; Asian cultures rely less on legal contracts and more on relational contracts.
· Strategies for dealing with intercultural conflict: from highest ranked to lowest:
· Listening rather than talking (1)
· Being sensitive to other’s needs (2)
· Being cooperative rather than competitive (2)
· Being an inclusive leader (4)
· Compromising rather than domineering (5)
· Trying to engage in rapport (6)
· Being compassionate and understanding (7)
· Emphasizing harmony by avoiding conflict (8)
· Nurturing people (9)

Resolving personality conflicts:
· Causes of Personality conflicts:
· Misunderstandings based on age, race, or cultural differences
· Intolerance, prejudice, discrimination, and bigotry
· Perceived inequalities
· Misunderstandings, rumors, or falsehoods about an individual or group
· Blaming for mistakes or mishaps (finger-pointing)
· What should you do if you observe a personality conflict?
· Best for people to work it out without involving others in the organization
· Tips for employees: communicate directly; avoid dragging others into it; seek help from supervisors or HR  
· Tips for third-party observers: don’t take sides; suggest the parties work things out themselves; refer problem to supervisors 
· Tips for managers: investigate and document; take corrective action; attempt informal dispute resolution; refer to HR. or hired counselors 


Conflict and unit performance:
[image: ]

Third party conflict resolution: ADR: alternative dispute resolution: encompasses a variety of strategies:
· Facilitation: informal solution; acquainted with both parties, working with both sides to reach an agreement.
· Conciliation: trusted third party who provides an informal communication link between the negotiator and the opponent; used in international, labor, family, and community disputes
· Ombudsperson: an impartial party, widely respected, and trusted; avoid going through formal organizational channels for a resolution
· Peer Review: a panel of peers who have been put together to hear both sides of the issue from the parties involved and to recommend a solution.
· Mediation: a neutral third party who facilitates a negotiated solution by using reasoning, persuasion, and suggestions for alternatives; more aggressive than conciliators; used in labor-management negotiations and in civil court disputes
· The situation is key to whether mediation will succeed: conflicting parties must be motivated to bargain and resolve their conflict; conflict intensity can’t be too high; moderate level of conflict is best; perception of the mediator should be neutral and non-coercive 
· Arbitration: third party to a negotiation who has authority to dictate an agreement; can be voluntary or compulsory; big advantage in arbitration over mediation is that is almost always end in a settlement but conflict may resurface at a later time

Conflict outcomes: three desired outcomes of conflict
1. Agreement: equitable and fair agreements are the best outcomes
2. Stronger relationships: when conflict is resolved positively, this can lead to better relationships and greater trust.
3. Learning: handling conflict successfully teaches one how to do it better next time
 Dysfunctional conflicts can reduce group effectiveness; stop communication; reduce group cohesiveness; subordinate group goals
 Constructive conflict: improves quality of decisions; stimulates creativity and innovation; encourages interest and curiosity among group members; provides the medium through which problems can be aired and tensions released; fosters an environment of self-evaluation and change; can prevent groupthink

Negotiation: process in which two or more parties exchange goods or services and attempt to agree upon the exchange rate for them 
· Issues: items up for discussion
· Positions: the stand on the issues
· Interests: underlying concerns that are affected by the negotiation resolution  
· Bargaining strategies:
· Distributive bargaining: goal is to get opponent to agree to a specific target point, or get as close to it as possible; ‘any gain I make is at your expense’ and vice-versa; a win-lose situation
· Best negotiators make the first offer (shows power), and this offer has very favorable terms (anchoring bias-tendency for people to fixate on initial information)     
· Other tactic: reveal deadlines 
· Integrative bargaining: negotiation that seeks one or more settlements that can create a win-win solution
· Preferable to distributive: builds long-term relationships and makes working together in the future easier
· Conditions: parties who are open with information and candid about their concerns; sensitivity by both parties to the other’s needs; ability to trust one another; willingness by both parties to maintain flexibility
· Tactics: bargain in teams; put more issues on the tables
· Compromising is worst enemy in win-win agreements: it reduces the pressure to bargain integratively 

	Bargaining characteristic
	Distributive bargaining
	Integrative bargaining

	Available resources
	Fixed amount to be divided
	Variable amount to be divided

	Primary motivations
	I win, you lose
	I win, you win

	Primary interests
	Opposed to each other
	Convergent or congruent with each other

	Focus of relationships
	Short-term
	Long-term 


 
· 5 Steps in the negotiation process: (S.GR.CJ.BPS.CI)
i) Developing a strategy: identify:
· Target point: what they would like to achieve
· Resistance point: lowest outcome that is acceptable
· Bargaining zone: zone between each party’s resistance point, assuming there is overlap in this range
· BATNA: best alternative to a negotiated agreement 
ii) Defining ground rules: exchange their initial proposals or demands
iii) Clarification and justification: educating and informing each other on the issues, why they are important, and how each arrived at their initial demands
iv) Bargaining and problem solving
v) Closure and implementation
 
Issues in negotiation:

a) Gender Differences in Negotiating Styles:
	Women
	Men

	View the bargaining session as part of an overall relationship
	View the bargaining session as a separate event

	Long-term view: focus on maintaining relationships 
	Focus on resolving matter at hand

	Concerned with feelings and perceptions
	More likely to use power as part of bargaining strategy

	Tend to want all parties in the negotiation to be empowered.
	Use dialogue to persuade

	Use dialogue to achieve understanding
	More aggressive negotiators



 Women receive lower gains than men after negotiation process
 Situations where trust, openness, and long-term relationships are critical, a woman’s style may be more useful
 When conflict, competition, and self-interest are an important part of the agenda, a man’s style may be more effective
 Where women and men have similar power bases, there may be less significant differences in their negotiation
 Women may penalize themselves for refusing to negotiate with confidence when such action would be in their best interests 

b) Cultural Differences in negotiating style
		- French: like conflict; think and act against each other; take long-time in negotiating agreements
		- China: believe negotiations never end; negotiate to develop relationships and commitment to work together
		- Japan: also negotiate to develop relationships and commitment to work together; tend to communicate indirectly and adapt behaviour to the situation; during bargaining sessions had more periods of silence than other countries
		- US: impatience; desire to be liked; North Americans tried to persuade by relying to facts and appealing to logic and they treated deadlines as very important
		- Arabs: tried to persuade by appealing to emotions; approached deadlines casually
		- Russians: based arguments on asserted ideals; ignored deadlines
		- Brazilian: say ‘no’ a lot; interrupt more during bargaining sessions; touched each other more during bargaining
 % Negotiators who focused on win-win solution: 
		- Japan 100%  China 82%  Argentina 81%  France 80%  India 78%  US 71%  UK 59%  Mexico 50%  Germany 55%  Nigeria 47%  Brazil 44%  Spain 37% 
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