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[FL] today we will be continuing with our discussion on Conflict and Conflict Management.
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This is module 6 and lecture 2. In the previous lecture we spoken about conflict, the
transitions in conflict thought, functional and dysfunctional conflict, relationship, task and

process conflict, the types of conflict and the conflict process.
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Managing Conflict, Power, and Politics

» Conflict Management

» Negotiation

Today we will be dwelling upon conflict management and negotiation.
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* The application of techniques to achieve an optimum level of e =
conflict desirable for an organization is known as conflict
management. 4

* |t includes both conflict resolution techniques as well as
conflict stimulation techniques.
o Conflict resolution techniques help fight dysfunctional
conflict.
o Conflict stimulation techniques help towards creating
functional conflict.

Now, the application of techniques to achieve optimum level of conflict which is desirable for
an organization is known as conflict management. In my previous lecture we said that too

little of conflict or too much of conflict, hampers a organizational performance.

But moderate levels of conflict or optimum levels of conflict is good for an organization, is
healthy for an organization and such conflicts could actually lead to functional consequences
and functional outcomes in the form of increased performance or creativity, innovation and so
forth. So, the application of such techniques to achieve an optimum level of conflict which

can be desirable for an organization is known as conflict management.

Now, this involves or this includes both conflict resolution as well as conflict stimulation
strategies. Conflict resolution techniques will actually help fight dysfunctional conflict, they

will you know try to minimize the dysfunctional outcomes of conflict and they basically help



fight dysfunctional conflict. On the other hand conflict stimulation techniques help create
conflict which can lead to functional outcomes for the organization and so, they help towards

creating functional conflict.
(Refer Slide Time: 02:03)

» Conflict Resolution Techniques

*  Problem solving via open discussion and dialogue. This can be face- %
to-face or virtual via electronic means. The focus is on identifying Oy
the problem and its causes, and looking for means to resolve the
same.

Em

* Leveling out the differences between the parties and explaining
the shared goals and interests.

= Setting a common goal for the conflicting parties, which cannot be
achieved without the help and assistance of each other. With task
interdependence, the two parties would tend to forget their
differences and unite together towards the achievement of goals.
This would help dilute the conflicting situation.

Let us first discuss the conflict resolution techniques. What are the various conflict resolution
techniques that organizations can adopt? The first is problem solving via open discussion and
dialogue. Now, you know any form of a dialogue whether it is face to face or whether it is
virtual through electronic means can act you know as can be useful you know in resolving a
conflict when the two individuals or the two parties or two groups are brought in you know

face to face to each other or they are brought together virtually or electronically.

They get to discuss the you know the problem issue, they get to you know discuss the
problem with each other. There is a healthy dialogue that can happen between you know the



two parties and this can lead to problem solving. So, the focus is on identifying the problem

and the causes and look for means which can help resolve the problem and the conflict.

The second could be leveling out differences between the parties and explaining the shared
goals and interests. As we have discussed earlier individuals need to work with others, teams
need to work with others, groups need to work with others so that organizational objectives

are retained.

In very often there is you know there is there are conflicting roles, responsibilities, interests,
conflicting goals which may lead to conflict, but then the parties and conflict whether it is
individuals or as groups need to be made to understand the importance of task
interdependence and they need to understand how each of them must work together,

coordinate with each other to be able to achieve goals.

And they all need to work with each other especially if there is huge amount of task
interdependence either as sequential or reciprocal. And so, it is important that they level out
the differences between themselves and look for shared goals and interests and work towards

them.

So, in you know if one of the ways in which the countries can be resolved is by leveling out
the differences between the parties and bringing to surface the shared goals and interests and
making the two parties understand you know how important the shared goals and interests are

and how they must work together for achievement of the objectives.

The third is setting a common goal for conflicting parties which cannot be achieved without
the help and assistance of each other. So, with task interdependence the two parties you know
will tend to forget the differences between each other you know when they know that they are
sequentially dependent on each other or reciprocally dependent on each other, they would
tend to forget their differences and they will unite with each other towards the attainment of

goals.



So, this would also help dilute the conflicting situation.
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* Resource expansion of what is scarce and valuable. Organizations can
think of expanding human, physical and financial resources, which
would tend to reduce conflict. Once resources are expanded, a larger
share of resources would be available and this would lead to a ‘win-
win’ situation for both parties.

= Exercise of authority by management. The management may decide
to use its authority and announce a decision via an order to end the
conflict. It is binding on both parties.

* Avoidance. This implies ignoring the subject of conflict and/or the
opponent party, and withdrawing from the conflicting situation.

The next is a resource expansion of what is scarce and valuable. Now, this is not always
feasible in organizations in reality resources will always be scarce and limited yet you know if
organizations can expand the resource expand the resources which are scarce or which are
valuable for people or for either as individuals or as groups then the then there are chances

that the conflict can be resolved.

So, organizations can think of expanding human, physical and financial resources, which
would tend to reduce the conflict and once resources are expanded, a larger share of those

resources would be available and this would mean that both the parties in conflict could be



able to get larger resources to their to themselves and this would lead to a ‘win-win’ situation

for both the parties.

The next is exercise of authority by management. So, if the conflict is not easily you know
managed or you know is cannot be easily controlled then the management may decide to use
its authority and announce a decision to you know to end the conflict and the decision would

be such it could be binding on both the parties.

So, if the organization realizes that the conflict is going beyond a stage where it can be
controlled then the management can come up with an order, which can come up with a memo
and come up with a decision to end the conflict and this decision would be binding on both

the parties.

Another way to resolve the conflict is avoidance. This implies ignoring the subject of conflict
or the reasons and it also would mean you know ignoring the opponent parties and

withdrawing from the conflicting situation.
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= Compromise. Each of the conflicting parties decides to sacrifice
something of value.

* Bring about changes in human and structural variables. The
organization can strategize towards bringing in changes in human
and structural variables.

o Human variables pertain to human relations so as to change
perceptions, attitudes, and behaviours.

o Structural variables pertain to the organization structure and

communication flows in the organization.

Another way to resolve conflict is compromise each of the conflicting parties decides to
sacrifice something of value to each other. So, it is a; it is a situation of you know meeting
half way and it is a situation of you know nobody wins entirely. Both the parties lose

something, but yet they compromise and reach a solution.

So, another way by which conflicts can be resolved is by bringing about changes in the
human and structural variables human variables pertain to human relations. So, organizations
can you know come up with you know training programs, counseling, sessions and
organizational development interventions to improvise human relations and to bring about

changes in perceptions, attitudes and behaviours.



Structural variables pertain to the organization structure and communication flows and the
management can also think about bringing about change in structural variables to resolve

conflict or to you know minimize conflict that is prevalent in the organization.
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» Conflict Stimulation Techniques WMi

* Communication: Use of too much or too little communication, zi
ambiguous and unclear messages, rumour, and gossip - all of these help —
to create conflict.

* Infusion of fresh blood and outsiders in the organization. This would lead

to an infusion of people with varied backgrounds, values, and attitudes,
and lead to varied views and perceptions than those of people already
present within the organization. This would lead to discussions, and
divergent views and thinking.

We now come to this conflict stimulation techniques you know so first is communication:
Use of too much or too little communication, ambiguous and unclear messages, rumour and
gossip all of this can help create conflict and when an organizations are very static when

things are going on very harmoniously and people have begun to act very passively.

The management may think of stimulating conflict through rumours or through gossip or

through too much of communication or too little communication and through ambiguous and



unclear messages. So, this can be used to stimulate conflict particularly you know when the

organization feels that conflict is needed to bring about functional outcomes.

Infusion of fresh blood and outsiders in the organization would mean that there is an infusion
of people with diverse with varied backgrounds, values, attitudes, newer you know thinking
and this can lead to varied views and perceptions of people of the fresh blood and varied

views and perceptions then those of people already present in the organization.

So, this would lead to divergence in thought processes and this could lead to divergent views
of thinking and it could lead to discussions and healthy discussions amongst the people or
amongst the parties and could would lead to creativity, with lead to you know newer thinking,
when you are at the ways of thinking and could you know stimulate creativity and lead to

innovation.
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* Bringing about a change in the organizational structure so as to disturb
the equilibrium, and lead to healthy interaction.

= Appointing a critic who would always question the opinion of the
majority or the consensus. The devil’s advocate can help stimulate
conflict.




Bringing about a change in the organizational structure to disturb the power equilibrium and
it can and lead to healthy interaction is also one of the ways by which organizations can
stimulate conflict. Another way to stimulate conflict is to appoint a critic who would always
question the opinion of the majority or the consensus. In other ways we are talking of

somebody who is a devil's advocate, the devil's advocate and actually helps stimulate conflict.
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= Most conflict resolution techniques

end up using three basic strategies.
* Lose-Lose Approach

= These are the lose-lose, win-lose, Win-l.o.se Approach
and win-win approaches. * Win-Win Approach

= The win-win strategy is the most

effective. i i

Now, most conflict resolution strategies end up using three basic techniques win-win,
win-lose and lose-lose. So, there are these three approaches win-win, win-lose and lose-lose
and of these three it is the win-win strategy which is the most effective and we will be

speaking about it in detail when we discuss negotiations.



But, management always has an option to choose amongst these three strategies of lose-lose,
win-lose and win-win and the best strategy is of course, the win-win strategy because it leaves

both parties satisfied at the end of the day.
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» Lose-Lose Approach - here both parties lose.
- the approach can take several forms:
a. compromising or adopting a middle ground.
b. using a third party or an arbitrator.
¢. resorting to bureaucratic/government rules
and regulations to resolve the conflict.

- ‘we’ versus ‘they’.

- one party in a conflict wins, and the other
party loses.

- Athird party or an arbitrator may be used.

» Win-Lose Approach

» Win-Win Approach - most desirable.
- both parties win.

So, in the lose-lose approach both parties lose as is evident you know the approach can take
several forms compromising or adopting middle ground using a third party or an arbitrator
and resorting to government rules and regulations to resolve the conflict. In any of in
whichever form is used it leads to a situation where both the parties would lose and so, we

refer to it as a lose-lose approach.

Win-win approach is when both parties win it is a situation which is most desirable. And a
win-lose approach is where one party wins at the loss of the other. So, it is one party in

conflict wins and the other party loses, a third party or an arbitrator may be used and it is a



‘we’ versus ‘they’ situation where one the we wins at the loss of the other which is the they.
Of course as I said the ideal approach is the win-win approach if the most desirable where

both the parties win.
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Strategies used for Conflict Management

Four broad strategies:
* Avoidance
* Diffusion
¢ Containment
+ Confrontation

Now, we come to strategies for conflict management there is four broad strategies avoidance,

diffusion, containment and confrontation.
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» Avoidance

* Two ways: Ignore the conflict; Impose a situation
o lgnoring the conflict:
Appropriate situation: Trivial issue and symptomatic.
o Imposing a situation:
Appropriate situation: Quick decision and unpopular decision.

» Diffusion
* Two ways: Appeal to superordinate goals; Smoothing
o Appealing to superordinate goals:
Appropriate situation: Mutually important goals and survival depends
on goal achievement.

o Smoothing:
Appropriate situation: Non-work issues and to regain perspective.

Avoidance you know the strategy avoidance as a strategy for conflict management may
manifest in two forms: Ignoring the conflict or imposing a situation. Ignoring the conflict the
appropriate situation for would be when the issue is trivial and symptomatic. So, when the
subject of conflict is very trivial you know management may think of ignoring the conflict.

On the other hand another approach could be imposing a situation.

So, when the management feels that it needs to act very quickly to bring about end to the
conflict and when they feel that it is going to be an unpopular decision the management may
use, may decide to impose a situation and so both of these are categorized as avoidance in

terms of conflict management strategies.

The second is diffusion another diffusion as a as a strategy for conflict management may

again manifest in two ways. One in terms of appealing to super ordinate goals and 2 is



smoothing. Coming to appealing to super ordinate goals the mutually important goals and
survival depends on goal achievement and in such cases this would be an appropriate
strategy. When mutually important goals and survival depends on goal achievement you

know appealing to super ordinate goal is appropriate strategy.

The second is smoothing. Smoothing is appropriate when it pertains to non-work issues and
when the when the organization wants to you know regain perspective it would it would be

desirable to use smoothing as a technique for conflict management.
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» Containment

* Two ways: Bargaining; Structuring the interactions
o Bargaining:
Appropriate situation: Groups are equally powerful and alternative solutions are present.
o Structuring the interactions:
Appropriate situation: Open discussion may lead to escalation, and a third party is available.

» Confrontation

* Two ways: Integrative problem solving; Re-designing the organization
o Integrative problem solving:
Appropriate situation: No trust on each other and the organization benefits
from confrontation.
0 Re-designing the organization:
Appropriate situation: Conflict due to coordination of work, and work can be
easily divided into clear cut project responsibilities.

The third is containment, containment as a strategy for conflict management you know gain
manifest in two ways which is bargaining and structuring the interactions. Bargaining as a

strategy is appropriate when groups are equally powerful and alternative solutions are present.



Structuring the interactions is a good strategy to adopt when open discussion may lead to

escalation and when a third party is available.

Finally, we come to confrontation as a strategy for conflict management again which
manifests in two ways. One is integrative problem solving and the second is redesigning the
organization. Integrating Integrative problem solving as a technique may be used when people

do not trust each other or when the conflicting parties do not trust each other.

And the organization benefits from confrontation and redesigning the organization you know
would be a good technique to adopt when the conflict is due to coordination of work and
work can be easily divided and into clear cut project responsibilities. So, these are four
different approaches or four different strategies which may be used for conflict management

and we have avoidance, we have diffusion, we have containment and we have confrontation.

Avoidance manifests as ignoring the conflict and imposing a situation, diffusion manifests as
appealing to superordinate goals and smoothing, containment manifests as bargaining and
structuring the interactions and confrontation manifests as integrative problem solving and

redesigning the organization.
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NEGOTIATION A
0f "1 )
Meaning of Negotiation w,t F

“A process in which two or more parties exchange goods or services and
attempt to agree upon the exchange rate for them.” (Robbins and Judge)

“A decision-making process among interdependent parties who do not
share identical preferences. It is through negotiations that parties
decide what each will give and take in their relationship.” (Luthans)

» Often, the words NEGOTIATION and BARGAINING are used
interchangeably.

Finally, we come to negotiation. Now, what is negotiation? Robbins and Judge have defined
negotiation as, “a process in which two parties exchange goods and services and attempt to
agree upon the exchange rate for them”. Now, often the word negotiation and bargaining is

used interchangeably.
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Types of Negotiation "

= Traditional negotiations:
o The traditional conflict management strategies comprised

compromising, competing, accommodating, or avoiding, and

are associated with distributive negotiation. a

v Positional bargaining is closely related to distributive
bargaining; it involves sequentially taking, and then giving
up, as a mutual understanding.

= Contemporary negotiations:

o Whetten and Cameron have suggested an integrative
approach; “expanding the pie”:

v Win-win outcomes for both the parties.

ool

When we talk of types of negotiation, traditional negotiations, the traditional conflict
management strategies used you know comprised compromising, competing, accommodating
or avoiding and were associated with distributive negotiation. Now, what is distributive

negotiation?

It is when there is a win for one at a loss for the other. So, positional bargaining is closely
related to distributive bargaining, it involves sequentially taking and then giving up as mutual
understanding. But contemporary negotiations where you know suggest an integrative
approach where we have Whetten and Cameron who said that it is best to “expanding the pie”

or best to expand the resources. So, that there is a win-win outcome for both the parties.

So, while traditional negotiations you know manifested as compromising, competing,

accommodating or avoiding and were associated with distributive negotiation, contemporary



negotiations you know believe in expanding the pie or expanding the share of the resources.
So, that it is a win-win outcome for both the parties and in a way the contemporary

negotiation suggests an integrative approach to bargaining.

So, you know we have you know this approach to expand the pie or to expand the resources.

So, that both the parties can are left you know leave the negotiation with a win-win in mind.

(Refer Slide Time: 17:26)

Approaches to Negotiation
There are two approaches to negotiation:
» Distributive Bargaining

» Integrative Bargaining

So, there are two approaches to negotiation, distributive bargaining and integrative

bargaining.
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» Distributive Bargaining

* Negotiation wherein the fundamental basis is to divide the fixed
resources (fixed pie) is known as distributive bargaining.

o Awin-lose situation; a win of one, at the expense of the other.
o The objective of one party is to get as much as possible.
v For example: bonus; the management and the union
negotiate over the amount of bonus that must be given to
the employees.

o Indistributive bargaining, one party becomes the loser.

o Itis ashort term solution and breeds future conflict.

And when we talk of distributive bargaining we talk of a win-lose situation, a win-of-one at
the expense of the other. So, negotiation where the fundamental basis is to divide the fixed
resources or the fixed pie you know is known as distributive bargaining. So, you are dividing
the fixed pie, the win-of-one is the loss of the other. So, one party gains at the expense of the

other. So, the objective of the party is to get as much as possible you know.

So, in distributive bargaining one party is always the winner at the expense of the other which
is the loser. So, it is a very short term solution and breeds future conflict. For example bonus;

the management and the union negotiate over the amount of bonus that must be given.

The union wants the maximum the management wants to give the least possible. So, this kind

of a situation where the management would win at the you know if it gives lesser bonus to the



to the employees you know what happens is that the management wins at the expense of the

of the union.

Similarly, it may be a state where the union is able to bargain and you know get a larger
percentages as bonus. So, in that case it is a management which loses at the expense of the
union. So, this kind of a situation where you fit, where you divide the resources the fixed pie
is known as a distributive bargaining of one party wins at the expense of the other. Very short

terms perspective leads to future conflict and we call it distributive bargaining.
(Refer Slide Time: 19:04)
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» Integrative Bargaining m

* Negotiation wherein the fundamental basis is to create a win-win NEG '"A |0Ns
situation, by enlarging the resources is known as integrative t oy

bargaining. M

o Awin-win situation for both parties.

o The objective is to expand the resources so that both parties can
get as much as possible.

o Integrative bargaining leaves hoth parties better off than they
were before.

o Itis along term solution and builds healthy relationships to work
together.

The integrative bargaining is where it is a win-win situation for both parties. So, negotiation
where the fundamental basis is to create a win-win situation by expanding the pie or by

enlarging the pie or by increasing the resources is known as integrative bargaining.



And the objective is to expand the resources. So, that both parties get maximum as much as
possible. At least both the party is better off it is a long term solution and it builds healthy

relationship you know for between people and between groups who work together.
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* Integrative bargaining is always desirable as compared to distributive
bargaining because it makes both parties feel better off and leads to
long term relationships.

* However, integrative bargaining is not possible always because
organizational resources are scarce.

So, integrative bargaining is always desirable it is always preferred as compared to the
distributive bargaining because it makes both the parties feel better off at the end of the day.
So, integrative is always and always desirable always preferred compared to the distributive

because both parties win-win and it is to long term relationship.

However, integrative bargaining is not always possible because of the fact that resources in

organizations will always be scarce and always be limited.
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o Target Point:
Bargaining Zone - What one party would like to
attain.

m =" Resistance Point:
< Party A's aspiration —=|Party B's aspiration - Lowest outcome that is
range < range > acceptable to a party, else the

negotiation would break off.

Settlement Range:
- The area of overlap between A’s
and B's aspiration range.

Party A's Party B's Party A's Party B's
target resistance resistance target
paint point point point

Source. Robbins, S.P, Judge TA. and Vohra, N. (2018). Qrganizational behaviour, Eighteenth
edition, Pearson Education India.

So, this is what happens in a in a negotiation if you can see that you have party A and party B.

So, party A is you know would like to get maximum and party B would also like to get the

maximum and they have a settlement range. So, target point is what one party would like to

attain ok and settle and the resistance point is the lowest outcome that is acceptable to a party

otherwise the negotiation would break off.

And the settlement range is the overlap between A and B's aspiration range. So, A wants to

get maximum B wants to get maximum that is the aspiration the overlap is what is the

settlement range and negotiation happens with over this range. Ok.
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Negotiating Skills ]

* Begin with a positive approach.
= Discuss problems, not personalities.
* Focus on a win-win solution for the negotiating parties.

* Summarize points of agreements and minute the same;
sign.

* Be polite and courteous.

Inject humor whenever possible.

o

Finally, we come to the negotiation skills when two parties sit together to resolve the dispute
and to negotiate it is important that they begin with a positive approach, what they should
discuss is not the personality or the person. But the problem they should focus on a win-win
situation for both the parties you know as and when there is there seems to be tension during
discussion it is best to inject humor, be very polite, be very courteous and once the

negotiation is done summarize the points of agreements and minute them and sign them.
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With this I come to an end of the lecture.



(Refer Slide Time: 21:45)

+ Pfeffer, )., Managing with Power, Harvard Business School Press, Boston, 1992, p.
30.

* Prasad, L.M. (2020), Principles and Practice of Management, Sultan Chand & Sons,

Delhi.

Robbins, S.P. and Judge T.A. (2017). Organizational Behavior, Seventeenth edition,

Pearson Education UK.

Robbins, S.P., Judge T.A. and Vohra, N. (2018). Organizational Behavior, Eighteenth

edition, Pearson Education India.

* Weber, M., The Theory of Social and Economic Organization, A. M. Henderson and
Talcott Parsons (trans. and Ed.), Free Press, New York, 1947, p. 152.

* Whetten, D.A. and Cameron, K.S. Developing Management Skills, 2nd ed.,

HarperCollins, New York, 1991, pp. 397-399.

These are the references.



(Refer Slide Time: 21:46)

CONCLUSION

This brings us to the end of the second lecture of Module 6.

We shall continue with the topic in the next lecture.

We shall continue with the topic in the next lecture.

Thank you.



