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MANAGING ORGANIZATIONAL CONFLICT
WHEN TO USE COLLABORATION, BARGATNING AND- POWER APFROACHES

Conflicts are normal _and the natural conSeqm’nk;es- of human L.
interaction in an organizational setting. They can occur for a
myriad of overt or hidden reasons. For examplé, an individual

interacting with otheTs on a-project is upset because he feels a

colleague is getting -preferential treatment in relationship to
himself: the intemal fistress he ekpetiénces causes him to subvert
the nonnal work process, trying to gain the preferential treatment
for himself, «ghereby setting up ”conflzct -problems* within the )
organization, N ‘
Harmony within. an_organ.i_zation can-also be 'destroyed, by

- ““"""é*téﬁﬂ"'pﬁésuﬁs and crisés 'théi: breed disagreement and tensions,
causing disruptive conflicts within th- enterprise. For example,
in such an external ~risis situation, those in position' of authority -
can become so involved with the "life-.and-dee; h'' issues and tasks -
of ;urviVal that they neglect to give attenfion to the needs of those'

around them. They, in turn, build up an eroding feelin_g of resentment

and i11-will,

This article is about Conflict Management. It is aimed at
conflict managers (Ms) faced with the responszbzlzty of re’solv:mg
the internal or extemal conélzct problems confronting their own
organizations that are judged to be harmful to the system and 'whose
:‘ - deletorious impact requires remedial ;ﬁ?:fervergtion. The first _étep

" is the formulation of a Contingency Theory for managing the ﬁarticular

.6 "




conflicts eroding the ei;ter_;irises- in order for the (M to ha\ré a.
conceptual framework for knowing what action to take and when.-

CONTINGENCY THEORY
In order to understand the frainework in which the Contingency

Theory operates, it is necessary to define the methods normally
applied to the understanding and handling of conflicts:

B Ry

(1) Conflict Studies: A non-dynamic app'roédl ﬁhere )
. the scholar seeks only to
understand

(2) Conflict Resolution: An attempt to solve the
problem once and for all

(3) Conflict Management: -A dynamic, ongoing approach ‘ -
: ~ where a (M recognizes problems
. and acts. to use the energy they
generate to improve the organi-
zation

The Conflict Manager accepts -conflicts as normal and natural

events and. is prepared not only to take the necessary action to

resolve the disputes, but to harness the energy generated by .these

.conflicts. By such action he will inprove the organization as well
as the individuals. '

The causes of conflzcts are innumerable and managing them 1s

»

a conplex process calling for a varzety of mterrelated and mtegrated
approaches Thus, a conflzct management theory contmgent upon the

-

situation is requzred

P
AN

-

Orgamzatzonal theorists in the early and mid-1960's focused

1
on the impact of tasks and the extemal enviromment on the enterprise.




'Ihezr ‘work emphasized that there is no Ybest" way to-design the
.crgamzatzon's structure, "smce appropnate structure is contmgent

upon the vaﬁations in both task and: env:l.r:omient_, as well as the

) needs of individuals and groups within the organ‘izaﬁon nl _'fhesé .
) studJ.es have led to a body of literature called Contingency Theory

AsThmasandBemmputzt,‘ -7 .

P

"An effective paradigm incorporates, what might
be termed a 'situational' or "contingency’ frame-
work, a point of view reflected in much of the
current theoretical and empirical work in organi-
zational theory. There is a primary. -emphasis .
_upon diagnosis and the assumption that it is . i
“self-defeating to adopt a "universally' applicable . .
set of principles and guidelines for effecting .
~ _  change or managing conflict X3

_ Accordingly, it is proposed herein that the appropriate conflict -
management mode is contingent upon a diagnosis of the causes and
the existence of certain preconditions, frof which a Contingency
Theory of Conflict Management.is estz.lblished. -
’I"here are three major Conflict Management .approaches from

———————which-a-manager-can” draw to formilate a Contingency Theory appropriate

to the problems and disputes disrupting an organization; Collaboratioh',

- Bargaining and Power-play. -While none of these is appropriate for

every situation, neither is any one used without consequence. -Oné
strategy might ‘be best for organizational :impro‘venént, while another -

(albeit abprOpriate] may ccause the most problems for the enterprise.

" The objective is to be.guided by a mormative theory of érganizational

8
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-efféctiﬁ&ss and to use it iqfie’neter pqssiglé; however, where the

. diaghosis of the problems reveals that the nomative position will
not "cure" them, the Conflict Manager éhaui&'fdesign a Contingericy _ .
Theory strategy sanewhere between the idealistic (normative). and _
realistic (one of the three Cmflzct Management approaches) q ¢

If the organization in wiuch thé various units and pecple

are conflicting has a healthy mix of tasks, en\nronmental condltmns,
1ntemal .,tmctures and procedures, human and other resources, the~ ¢
Conflict Manager m:.ght opt for a mixed strategy betwéen two or more

- of the management approaches to solve the dllema

THREE CONFLICT MANAGEMENT MODES: PREFERENTIAL CONTINGENCIES

o Collaborative: 'l‘his_ftheor)‘r m:"intai.fls that people shoulti : e
surface their differences (get themi out in the open) and then work '
- on the problems urttil they'ha\re attained mutually sdtisfactory .
solutions. This approach assumes that-people will be motivated
o -expend the time and energy for such problem-solving activity.
- WIL-triesw-to‘-eaqaloi-tuthe-—pbssible--lm'ltua—l-—gains-*of -the-parties in

the dispute and views the conflict as a creative force pushing

" them to achieve an improved state of affazrs to whlch both sides

are full)r comitted. .
arg_qi i ng: Thzs mode fc:} managmg conﬂzcts assumes that
neither party w111 emerge satzsfzed from the confrontatzon but
that both, through negotiation, can get sqnethzng they do not have
at the start, or more of-something they need, usually hy giving up,

9 -
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something of lesser inportance One party generally wins mo;'e ‘than
Jthe other, by the sk111fu1 use of tactzcal trades', he can get the

i

maximom poss1b1e from the Other szde Sometines the tactics used.

) ‘in trgdmg are- underhanded and create bad feelings. In the end

when an agreement is reached it is wua"ily enforced by a written

r

contract wzth. sangtions -inm case of non-compliance.” In the event no

* agreement is. readl,ed,..a'thir'q-party mediator may be employed to
bind the sides to eventual arbitration. ]
Power-play.: This mode- differs from the othéﬁ'ht?«o approaches
because its emphasis is on self-interest. Whereas, in collaboration
and ba¥gaining the two sides come together to try and resolve their
..problems, when power is' the dominant r_rbee, the actions are umilateral
or in coalitions acting milateral'.fl.y..f,-Al_l of the poiq.er technician's

* resources are wunleashed against his opponent to win on a given issue
or a long-ltange ;:arogram.. Hé gives neither inter';lal -comnitment nor
does he agree to external sanctions guaranteeing cmplian’ie to joint

. _ " -
decisions; )

Coliaboretion is the most prefeired strategy for the good of

(1)_it_promotes_authentic interpersonal S Sk

: ﬂls_entejp.rls_e.bccaus.e

rélations; 72) it is.a creative force for innovation and mprovement;

(3) it enhances feedback and. information flow, and (4) it has a way

L]

of amelzoratzng the climate of the organzzatzon so that there is

more openness, trust, risk-taking and good :feel-zngs of 1ntegr1tye

Bargaining is the second most preferred altemé_{t_i've.-’ It is an

apirroach that, at the least, bri_ng the parties toéethef and it can.

lead to bzndmg them iogether to joint decxszons It gets the sub-

Y

stantwe 1ssues out on the table where they can be better understood

10 - ”




and acted upon It ‘allows for interact‘:ion on' the problem
Power play is the least desirable method for organizational - ‘ P
effectzveness (although it may be the most deszrable approach for * . , e
_an :mdwldual who has the potent1a1 for,\wmmng] Generall)r, aggressive
and hostzle feel:.ngs exist between those locked in a power struggle,..
: shuttmg off coqlmmu:a..zcn and interaction. V'lczous gosaip may ensue,
causing  rumors and otherwise dlstorfmg mfomatzon All of this tends
to drive information undergromd _se‘tha;‘the- grgamza_tzon angl
parties involved camnot learn from their experidiice since ther:e 'isg.little
“honest feedback. A large amom;: fof sabotege and non-compliance taﬁés .
place which harms the system. People actirfg in their own 'selﬁinter_es,t

ofter, subvert the organization.

o -

RELATIONSHIP BETWEEN THE THREE MODES C T~

- . - . ; 'a.. ' )} y [ .
COLLABORATION: . o i .

The collaborative approach comnonl)r wed 1n orgamzatzon de\relop-
ment (OD), is a fairly carefull)r defined theory and method for man&gmg
. conflict=——The. O first causes each side-to expose its problems and -

dasagreements with the m‘ﬂ:o -exchange m,fomatzon openl)r .

and wthﬁgly, 1deall)r, the adversaries then 1nteraet thl they arrzve

.at nmtuall)r satzsfactory and creatzve{ aptions whzcﬁ allow them to adueve : ‘

wotkable solutions. Sometimes the process- stagnates because the partzes

1nv01ved are too Close to the issues to peroezve altemate approacheSi or

because they may be too protectnre of underlying restrammg forces.to -

permt fu11 exposure of .the 1ssues The o™ can then bring in or act as a third-
party fac111tator to help clanfy the problem, Sharpen the issues, fznd

comonalzties use greater ski11% syncfu‘bmze t:urie and space, sqnnarzze, . ..

-

’ - n L l - - * .
- L . > K - -
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restructure and make the process more constructive, diagnose the
- ' i - L4 i .
© restraining forces in a more objective way and, gererally, give-needed -

suépport. He 15, however, merelyf a facilitator, and does not part:.c:.pa'te

* % -

in makmg the dec:.s:.on or-even become too involved in the substance

" -~
-~

oftheproblem. ‘ oo X . e

u * -

The enérgy denved from conflict or1entat1ons and feelmgs 1s v

.vztewed as~c.reat1ve tension which then prov:ndes eiccess energy for

problem solv:'mg and innovative- ifnprovement. In order ft')r constfw:tfive '

confrontation to occur, a supportwe orgam.zatmnal climate .(e.g. tt:ust)
]

P

£a mist exist; furthemore the part1es mvolved nmst be skllilful and prof1c1ent

at problem solving activities or they must use the skills of a third~

K
- 13

party facilitator.

POWER: . 0 ]

' . o b C . e
Except in authoritarian situatiohs where employers: rule by *
N L . - . T . < - ] Fs)

*

c’ommahd-, power strategists are covert,, their tactics undefined in
direct contrast to 'collaborationj.sts or bafgainer$ whose o:penness and
definition of problems_’are the prihc’_ipal ifng::edier"s of resolution.
People who play pqyyerogames do so' instinctively, using information .,

strategically an}:’i/ revealing as little as possible to the opponent.

Consequently, t much is known about' the— theoretical framewqrk for

usmg power & ‘Obvious. power tactlcs that could enhance the pqwer-

tact:.c:.an s p051t1on in the orgam.zatmn are: mampulatmg and hoardmg
_ scarce mfomatmn' systematically engagmg in. acts of sabotage and |
" non- corrpllance, formmg and joining coahtmns to serve a purpose, . /

becoming w:l_.thdrasm or autohomous in order to resist thé influénce of
L] .

~

others; creating conditions of uncertainty for others and certainty

¥




¥

for ‘himself; giving out and: collecting on favors; co-opting; using
force or threats of force. The basic idea of the power player is to
act iw his -own self-intemst to bias other people's percéptions of

his .potential power and to gain favorable outcomes for himself, usually
at the expense of others.

v ‘However, we ]mow-httle about -‘how these strategems are best !
employed nor the’ consequences, the outcomes, the ground rules. and the
hmts of -the approach Power strategies are difficult to.-research.
bec:ause they are 50 ser:retnre and are observable ‘mainly in the forin

) of results mstead of processes What we ‘do hmcn is that power tactics
are extremel'y self-mterest oriented and 1nfomat1on is used most
strategically and umlaterally Power tact1és are qua11tat1ve1y
gdlfferent fram- bargammg and daanetmcally different from collaboraum

- in. both of these dimensmns . ) ‘

’er Third-Party authority‘ person (or group) plays the ultimate . E

role Hhen conflict management or power-players fail to resolve conflicts -
in a mannes sat1sfactory to the orgamzatmn s best interests, the

. adthontyepersorr steps in- and talces over He is the ultimate progg_tor

: of the orgam.zatmn's .mterests and as such, estabhshes the optimal .
lmu.ts of the orgamzatmnal toleranoe for mslnlggle&_RatheLthm

" help;.ng people of groups in conf11ct to work through their d1fferences,

et e e e

Ao o0 o the authonty person dactates the solut1ens Generally, his method is

ar T N g
o T

-t

w-dlrect and 1nc1s1ve: he vdlsmisses_peoplg_ from -the organization, legis--

LT

lates new rules—-restmctures the hierarchy and mkes judgments about oL
' 9"the ments of the case. Fmally, he elicits extemal cam:.tments ("do

| 1t or else") fmm the parues in d:.spute‘

e J—— ]
e

_,7‘ " ’ 1 3= . '
‘ ' 1% - ! § N 4
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‘elements analogous to both collaboration and power. It resembles _- -

_the 'Coll.’clhorati\}o procéss’because it is a systematic theory-and— - . »

=

BARGAINING: .

As an approach to conflict management, this bargaining method contains

“méthod which, in some of its forms, allows for oollaboratun between

Yet; the difference between bargained resolutions and -power-won

.anything except their fear of losing.

R e

negot1ato;s. 7 It can certainly lead to collaboration once power
parity and trust have t.)een‘ established. Bargaining also achieves a
common solution which, while it might lack .the strong intemal\com.i:t-
ment of the disputants, is at least conciliatory and congrueht with
some overall orgamzatmnal purposes

Commi.tmerits reached are often guaranteed by 1ega11st1c sanctlons

resoluttoqs is tﬁat the legal sanctions arrived at through ‘.bargaining
derive fmfn a process whereby the disputants themselves agtee to the .
resolutions and are irre\rog':abljr committed to them. In power play, those
in conflict tend to push .the Tules as far as they"-can, their sole limit

the endangerment of their jobs. They have little OT -NO commitment to
The use of the third party medJ.ator in the bargammg mode-is

dJ.fferent from his facilitator counterpart (used in ‘the collaboration

LY

mde)-beeause—he—has—the—pewef—of—deasm—ﬂmver——n—mt—be
pointed out that during arbitration of a bargaining session, the

oonsc:tegtmus mediator w;ll engage in the same conciliatory procediires
as the facilitator, i:e. helping and encouraging the parties to arrive
at mitually acceptable solutions. He will leavé aside his mandatry
authority and his more active initiatives until and unless the two sides:-

prove irreconcilable.

i1
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There is a faCet to bargaining that is similar“to power strategies:
the parties -are eneouraged to représent thezr self-interest. However,

unlike those who use the pouer approach, the bargainers make’these

= i
L Y

interests known by putting them on the bargaining.agenda. Also, they
are prepared to- cmpmmise,g}ese interests. to improve tlieir long.-raglge
position and for the overall good of the organization. Informafion is.
used strategically as well, but eventually is shared (although it may-
-not always be truthful or accurate) so that there will be a basis for
negotiation. The opposing perties divulge what ti'iey want and what they_
are prepared to felinquish in order to éet it, Tlrey prioritize their
demands. ' ' |
In other words, in pure ﬁmeer—-play; the end justifies the meéans:
But this tactic in bargaining is mitigated by the fact that a long-term
relatzonsth is being developed Thus, the partzes consaousl)r try to
arrive at equitable resolutions which down-the-1ine'* will not engender
renewed dissatisfaction and ill-will on either side. Even when they
do not achieve full measure of that for which they are barga:'ming‘, the .
parties assume that they will meet again to negotzate further. The next
time around -they are .often prepared to *"'give” on a stb\stantz‘Ve issue in

order to a.sslg“e a more effective process (or a debt of rec1proc1-ty]. on

an ongoing basis, On ‘the ethez: ha_nEl, power stiategists—take—all-they

can and give as little as posszble at any t:.me —_—

Thus, at ezther extreme, are the collaboratzve and pmer appmaches
to conflzct “The gap between them is great Collaboration is benévolent
and systematzc, power is survzval orzen;ed and intuitive. Where the former

is optimistic, the latter is often a react:ve back-up position which has

-

’ | - la'
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as its purpose to coexist with conflicts rather than to. atterﬁpt to
~ manage them Bargamng, therefore, can be viewed as a theoretical

'"oonnect:mg bridge" between the most salutary (collaboration) and the -

most-destructive—(power) USes of conflict-energy. Only when the
powser 'tactician_ *s forces have Been_ neutralizéed to the point of a
standoff between him (it} and the opposition, can the bergaining mode
be @npi_aiiented effectively. This ‘is possible because it utilizes many

g . ~ of the motivational factors of each. of the otheérs extreme mde‘s.*.Sinee

‘hammony and full cooperation between forces is geherally the organi-
zation's stated objective, bargaining should be viewed and used by both
parties as an introtiuctory iﬁéthod by which an -on-going system of
collabomtzon is to be ach}wed _

The fzrst item on the barga:m:mg agenda should be agreement to

rel'eas'e 1nfonnat10n heretofore private to both sides. Item by item,

such information 5 eicchan'g.ed' until a dégree of power parity has been

- reached. ‘The conflict energy thereby gel:xerated becomes the eollqborative.
problem-solving resource of the -orgenization. .o |
Figure -] on the next page illustrates the relatiofiship between-
the three strateg1es Note especially, the distance between power and
collaboratzon, a“x"i“d‘ the use -of bargaining as a, half—-way strategy between

~ the ‘two:

16 o ,
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FIGURE 1: RELATIONSHIP BETWEEN STRATEGIES

-Power

Collaboration .

Baréaining

a theoyy and method for: managmg conflict
- achieve common solutions to which there is
commi tment _

-use -of mformatzon ) ok
use of 3rd party facilitator i -
use conflict energy creatively for wm/wm
work on interpersonal relations -
problem solve :

T L

"~ achieve common solutions

" .- use information strategically .

- end (often) justifies means.

~"a theory .and method for managing conflict
- use of 3rd party mediator

- g - --———4..—4-‘_ e >

- self— intere_st oTiented

- legalistic sanctions

self-interest oriented

use information strategically
legalistic sanctions

end .justifies means

covert -
- use of 3rd party authonty persons to decide .
outcomes ,
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POMJLATING A CONTINGENCY THBORY OR - WHEN TO'USE HHI(H

The determination of when to use which approach - or-which

combination—=—deperids on a diagnosis of the causes of ‘the _conﬂzct

and the présence or-absence of cértain preconditions.

-

DIAGNOSIS

A rule of thuni) in contmgency theory is that the prescrrptlon
is only made after a careful dzagnoss,s of the problem. The (M
has to detemune whether the causes- are personal, 1nterpé—1_‘s:on{11',
intergroup, environmental, or.a.combination thereof. |

When. individual stress mounts and influences an émployee's

~ work and relationships in thé enterprise, it is an orgénizational-

conflict. Regardless of the origin of these personal tensions (they
may, for example, result from marztal problems or psychological path-

ologzes), the 0-1 has onl)r a. few tools for dealing with the sztt..atlon

\I

He -can engage in a .one-to-one relatzonsth with thé employee and try
through counseling and coaching to help manage the problem He can
fecommend personal therapy and hooe that the problem will 1_:he&:eb)_r be
resolved. He’ can, where pqssib'le,'éct on thé,qrganizat_iogl in favor.

of the individqal (e,g. help to accommodate his values, try to -adjust

‘both organization and individual expectations). He can dismiss or.

transfer the person.

Most pérsonal problems are also “_intefpersonal in complex organi-

- —

zations, because people must interact on the job. Even individual:

issues become ihterpersonal coifliZts when an unhappy employee -comes
into contact with his work group.l Interpersonal disputes are more easily
r
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L

manaﬁ when' the Od_mahle_to—aetaki-ﬂful-ly-as‘rﬂurd party .

- facﬂ:.tator, when the orgamzatmn is wlllmg to ‘spend -time- and. mohey

to engage in team bmldmg and problem solving activities; when the
various task roles are well des:.gned or structured, and when the
—- ——— —parties” can openly negot1ate e with themselves and the system for their
- ml.rtual self-:mterests ’ ’ )
R X Intergroup disputes increase the conplex.tty of the conflicts in
| " the, orgam.zatmn but are still manageable. Here the (M must develop
. teclm1ques for either gett:mg the groups openly to explore their ‘mutual
‘beneflts and to. problem-solve the1r dlfferences or to negotlate a more
‘ formal co&}itract of Tesolution.’ Another -altemative is to try to de51gn
an orgam.zat:.on where units mteract as ‘little as possible and 'each is ‘,
able to Jna;mze 1ts OWIL self—mtérest For the reasons mentioned above,
: however,the collaborative approach is most preferred for orgamzat:.onal
) - effectlveléess 9 . . 5
i=or some years, orgam.zat:.onal theonsts *have _Peen aware of the* -
':uanct of the extemal env:.romnent on -the orgam.zat*on Indeed,_,.hwnan
. _ ehterprises are labelled "open systems" to connote the pemeability of
their boundaries with events and inputs from their enviromment. 'I'lle
] 5. ‘organizational system must carry on a ‘-respoas'ive exchange with its
‘external environment .or it simply ceases to exist.lo

Related to the above, a fourth category of organizational confllcts

can exist between competing organizations experiencing conflicting self~—
interests. Sometimes these competing systems are external to the organi-

———

Zation~and-sometimes- the)Lare_mtemal_stbsystems actmgmas if they were

external organizations (eig. unions). In every case, these competing

¥

19 -




,‘:é - . - 15.
' T, - ’ .3 {
_— brganizations want to take from the system with which they are in
conflict, economic resources -legitimate author1ty, -popular sﬁpport,
the syn'bols of power, and other resources that are scarce and are
valued by the organlzatmn. ) - P % o R ]

Thé tools- for resolving interorganizational and‘environmentally .

imposed disputes aré at best prj::'litive,n However, bargaining and
power strategies are more likely to be effec:ti\.)r,r;\° b these situations

than the collaborative appiroach. This is due t'o;'the lack of ’conmoh

authotity structure, the competition for scarce resources and the .

difficulty associated with. percei\?ing mutual interests-(it is -hard

.to trust a confederatmn of separate ent1t1es] 12 ’ .

. -

~ One form of envnonmental pressure that-has. ,latel)r gamed in S,

1mp0rtance and against wluch the oM mu'st use "his ‘most persuaswe powers
and to” a lesser extent, h1s bargammg tactics, is the profhgatégn of -
revolutmnar}' and adversary g‘roups. - The people assoc1ated w1th these

groups ex1st to scrutinize and questmn not’ only the actions Qf the _

e o I

‘ enterpr1se but, sométimes, challenge 1t5 actual existence. Collaboration
is not likely to be an effectnre strategy here because, as-Oppenheimer

. -

"says in discussing revolutionary movements,

N . . -

....hence any opp0s1t1on must bé total oppos1t1on, '
preparéd for prison,’exile, and hopefully, ultimate
revolution ....the symbol ‘compromise' enjoys a ‘bad
reputation a}most on a par with 'opportunism,' Com-
promisers are therefore perceived as betrayers, When

‘ independence or liberation is achieved, the moderates
. , are dealt with, ob;ecuvely, they had s1déd with the
~ - ——enemy-+13---

* E , .

- - . —

Most of these-e’mfiromuel_ltal' forces rely on publ_:;c support for

-

St e Z%heir--attacks .against the syStem. Thus, the more the radical .orga'n'ie

- T A o
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zation can do to assure its public légitirllacy, the better it is for -~ _
the group. Figure 2 below summarizes these systemic levels of organi-
zational confiict.. - '
FIGURE 2: DIAGNOSITIC CONTINGENCIES .-
/ PROBLEM - - _ 2 ALTERNATIVE .
' ) Collaboration Bargaining = DPower -
Inda;rr&ual - ,counsehng ~ne‘got1a.t19.n | ‘ dismiss or
*  coaching organizational / transfer
accomnodation /

'-Interpqrsqnal T 3rd arty ne‘goj:'iatim i role'desi_gn . ;
skill building - o . :
time and support . LA .t - :

‘Im_:er_group . cqlla_boratzve" bargaim‘ng . structlii-e for L

: L e e ————— —-—@UtONOMY ——— [T T
:— B --‘ -------- '&-\ ------- IR - -"‘"A'-""‘J -------- _-----‘T-?-----_---‘ ------ ’--‘.‘
" Enviromment adoption _ bargaining self-defense
: proactivity 4 -
" PRECONDITIONS
.,l:{-, ' ™
. " Diagnosis of the causes ‘of“confxl\i\ct is related to assessing L
' ' whether or not the conditions for,using\én)n one app';‘oach do, in fact, - ' .
L] -, T - B - - L] P *
' “exist. ~ The major ‘feqtﬁ‘srtes*for”usmg“dw—three—arfferent‘éénfhc
R management approaches are stated below. They are\hs'ted according "
: to the author's mterpretatzons of what constitutes the\most to the -
- least criterion. Thus, _urider'Co'l'lahor_-atzon, the most upor\tan{ pre- }
. _ ] ' . , i _ )




v — - - Some-attribute the'uswrcq‘ of this réquirement to the external

17.

condition is required interd'epéndem‘ei Iiesplving substantive issues S *
--is the prime funct:.on of Bargalmng Power-tactics may work well when

the. power is in the hands of 1eg1t1mate authority.

o

COLLABORATION . ' S .
-Collaboration is best employed When a tombmatmn of factors

exist which assures the method some reasonable degree of success..-
. There are four major pre:‘equisites'-for' using 'collahoratio'n In
_order of importance they are: requ:.red mterdependence power
parity, -evident mutual interest and organizational suppo,rt

Let us examine them separately:

Required Interd’epé”ndénce SR f/

»

This refers to- ‘the 'requz.rement for persons and groups in -

the enterprise to collaborate in order to accomplish the task.

- - .

environment because the nature of the tasks depends on the product 4
which, in turnyg.ds dependent on 'botl-lyemrironngental inputs and

L3 L

© envi rcmmental demands. o

]

«  To surface d:i.sagreements and work them through requfres
?,cons:.de;zabs_.e. co_mrutment of time, ene:rgy ‘and emotions. It is
questionable whether ‘pec)ple will (or should} invest 'tilenzselyes

to manage .a d15pute that- is not compellmg People should be  *.

required to manage their dlfferences 0pen1y only.when they cannot , -

e -

accmphs}r*ﬂm‘mm. : ,

" Power Parity

Interdependence between individual groups, departments

- .




. cannot be true collaboration on work. °,

oi‘ factions is mexje jan simply gf’ting a role to accomplish .a task

and reach an object.ik . . It is also having a real and equal stake

in the outcome, and due to this, sense no. constraints in the

collaborative relationship to interact frankly, even to deal fimly

3

with conflict when necessary. A kind of power parity must exist

_wherein the parties .are neither dependent nor pomter-dgpen.dent.

Rather, they should feel free to interact -and use all their Tesources

'1;_0 further the total__ orgar}izatioqal objectives. While the parties
may Arecogni'ze- that they hold different rank in the oxganieat-ibn',, if .
they cannot put a’side -sta1.:u_s and authority differences in ;:rrder to
work together for the -common objecf:';ve, then, by definition, there

In man)r msta:fces the pewer parity involved 1n collabe'ratmg
will vary directly according to the conpellmg nature of the task.
When' the task is demanding (e.g. a short ~-term cn51s of extremel)r
mportant consequence for the organizatmn] people w111 want to
work voluntarily at full capacity, without being "hung up" abouj:
power relatio'n\éhjpe, for the godd of -the -enterprise. - Other times,
it may be necessary to group persone at the same level of the ‘

hierarchy (p’eer"s) te get the task accounplis;he&.’, Or, some of these

) dy.sfmlctmnal vertical authonty relat1onsh1ps may have to be

resolved for productnuty to exist.

Evidenit Matual-Interes t

J

-

The person or group in conflict must expefience a "felt" need

that 1eads hJ.m/J,t to want to work on the disagreement, This is

o
- - n
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related to the two requisites cited above. But 1n addition to a
compelling organzzatzonal reason and feelmg enough parity. to be
able to mLEbmte the parties themselves must be motzvated .

: Ther mtzvatzon often depends on- whether the lmtual gams are
- . . ;_
self-evzdent SR _ . .

L]

: - The conmon goals posznve feelmgs and posszble benefits that

¢ -could accrue from such a process need to be elaborated. A" third

’ .

party faczhtator to the dlspute because he is nat involved dn‘ectly,

T o K S .
‘may be able to help uncover and clarify the mutual incentives., Or, ., e

.
- 5 . -

“the relationship, itself may have -to--be ’tested and evolve (e.g. in i

temms, of building trust) before such open conflict management beha\uor

. is possiblé.. : S — .

4 -

Organizat ional Support ‘ D

when- there is requzred mterdependence power parzty and a .,
"felt” need gevzdent mutual interest) provokzng the will 1:0 engage ' .
e C in the process, then the’ fourth prerequzslte—cgms“mto,‘p'layt It is
. the e;cteni: to which there is 'orga;fizatiohazl support for such ‘behavior.

" Unless conplex'organizations can actually Stpre up some ener-gy

beyond simply existing (Tlaneasté;sis) , they will not be able to engage

.

in organizational improvement programs. They will assume a management- )

by;crisié mode and -their goal will be rés,triqte__d tc mere survival.

»

o There must exist other-directed excess energy to engagé in conflict _ .
management programs. o " . .

. If, however, the organization can -be made to-recognize that its .

(el r -

-~ 16ng-term survival depends on planning changes for 4mprovements, it

will realizé the importance of giving support to such efforts. One

-

. ,. a . , -
- * L4
' . 24 : S .
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‘way to prevent cris'is-management.is to g'efuse the incipient crises. . .

by workmg them through wh11e they, are still .conflicts. 'MBféover, .

J - N

usmg the energy of : a confhct to.arrive at a creatwe sblut:.on to-

the problem w111 promote mnovatmn and generate’ mgemous a1temat1ves
. to orgam.zatmna-l dliemas " Further; whep felt tensmns are made
public, mfomatmn leading to bigger~ orgamzatmnal problems ma)' be -

recognized. - This feedback may Jlead to !IlOdlflCatml'l and J.mproved

performance wluch ‘in tm'n, ‘could lead to. extra survwal capital Y

- ’

Usmg the collaborative Strategy, considerable organizat_:.onal

- .
- - - -

: resouYces are needed to manége gonflict e'ffec:th.riel);r Such-a: p‘r'ograin
usua‘ll)r reqmres a conmment q»{‘:' tme, money and energy. ’Ihe orga.m.zatmn
(mcluchng top- executives) should engage in a collaboratwe mode, ',

. system-mde, s¢ that the’ noms ; Tewards and punishments of th_e' enter-

_prise wi'l,i-'be changed to encourage such belmirior;. However, sincé nbst

‘people are unaccustomed to open disagreement, particularly.with someone

-~

~

of higher organization rank;, 'aésurance must be given that-such behavior *

- ) . L4 »*

. will not draw rreiaris_als.,

-

To confront -one another effectively, and 1o emerge w;th.'the

problem resolved also requ.u“es sk1115 Leammg how to cofmunicate -

' effectively, how to synchromze the process wheﬂ ehd_how to use a -

F] L]

third party, how to engage‘in effective\problemdolving", and how, t‘o‘

keep the tension level moderate for opt:.mal resu] ts) requires sk1115

;: that can be taught. At the moment , many- organizations mdwbtedly R

y 7 view suc':h- constructive opennes5 as devia,nt However, once they are
o comrinced of the long-tenn beneflts to be gained- through the rnclusmn

d of confhct management prograns, the);r sh,ould ‘not ,hes:.tate to invest. \ N

v

A L]

. v . . L]
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the time, money and-energy to train -and bi',_li:-ld‘the skills into .thc_e_

organization that would manage conflicts fhrou'gh collaboration.

- Lxl ’ } -
BARGAINING :

= ‘
‘Bargaihing is a strategy that requires workihg- together to

i .

v -

solve disputes. It is best used when the aforementioned requisites

: So .. . . ,
necessary for collaborat;on are not present. It must .be recognized

that a barg'ain:_‘éng or compromising appréaduhas' significant disadyantagés.

It may ‘result in leaving neither party fulfilled. .Hal'f'-é-, 103ff may be
better-than none, but not when the bargaining tactics.-are used-merely

tor take adva:itage -of the other, side: using -gi ,yen’qnfomatmn for-

strategn: counter- purposes rather than prﬁiu/ctwe ones; withholding .
- r-
mfonnat:.on' bluffing and threatenmg, ms:.stmg upon str1ct adherence

to the temms’ ‘and cond1b1m5/6/ exlst%ng oral or wr:l.tten agreements .

-

although the)r might be counter‘-productwe to the -orgaruzatlon; and
* the 1mposrt1o'1 of sanctlons for v:.olatlons of same. Bargams arrwed

ate under such cond:r.tlons establish a wary and resentful clmate. th.ch,

a

when the quas:. ,agreement 1s s:.gned and operat:.ve can sharpen into

persosnal feuds, wﬁ:.dl in turn caz:. spread into an all out power struggle

M

between the factmns. IneV1tabl , such 2 quas1 agreement must prove .. '4

P

sfunctidnal for so v1ng emerging .pf lems and outside thé framewor
dysfun lf 1 priobleris}, and de thé £ K

— LI 'y 3 s - " 1‘
of the barga:.mdfagree‘n?ent 1t must( foster growmg attltudes of mzstruste

L] “ ‘ - L]

and deletpr;dts stratagens. L. T o

i

- Another dmadvantage is that the texms and cond1t1ons of, 1egal1st1c _

-

sdlutions (contracf:s) are often r1g1d1)r 11m1ted .to a fixed date for the

‘ i
. ‘.pext mund"of negohatmns. =Ihus they generall)r dosnot prov1de for

-
-~ -,
. r 0-.. - B , - [ -
' . .
-
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™ . e - “ .o N
. . B . . I Teh .
i . . - - .
) A ool
.

- .
., L. 5 . N Il




C s l-hae\rer, in a deadlock or tevolt s:.tuatlon, where ‘the orgamzatlon s .

. prodln:uv:tty is affected and its surv:wal threatened the power player,

- envzrom:ental cmd:.um. a reoess:.on, for exanple,‘leads to t:l.mes of

adaptweness and flex1b111t)r according to environmental demands or for : .
fol],cumg opportm:.ues for creatnre and proactive mnaganent Fmall)r,'
when the goal of "beatmg the Gther side™ becomes more uportant ~them '
the orgamzatmnal cbjective of creatmg a smd'th mﬁfuffg tean to

enhance and. improve the orgam.zatlm's workmgétmsphere and mdal:.t:.es,,
. the bargammg process becomes only a-tool remforcmg the oounter-

productnre erosive process of the power struggle.

*

who has overp]la)red hz.s hand; has two Oth.OlJS chancmg imminent total

take over b)' a- thlrd pa‘rt)' authontanan, in which event he nsks losmgv - _: .
' all power. and possibly his Jo,b, .or,. opting to subm:,t the 1ssues to - . - '

bargammg Bargamlng is oni)r meaningful «to the orgam.zatlcm, however’, : e
-when the assues =a1;e ;hmted to the stbstannye so that agreements can be ,

3

reacned that ne5ult in power parity. (noe this bdlance is attained, the

st e smers = e e — o s

stage is set for -dynam;: confhct management wh1ch can then -move the o /u [
part:l.es strategmall)r ‘tmard a oollaboratme mode . ‘

You #

- " . -
. Iw *

"“-'Sﬁstaﬁtive Issues

‘-._ \:’ ‘o }9’ |'-, . - . A .

*  No matter how good the conflict management procedure is or how . i

m-ﬂ1e-f§art1es want to collaborate they may remain in d1spute oirer i
*some issue, such as salaries, or wl'u‘gh method is best to accomphsh an. ]

" . objective, even; over a phllosopluc dafference Oftlmes these issues

iy outside the control of e1ther party and are s:unpl)r “due to s}

A e —— e,

scamt)( and salanes nust be held at a oertam level or cut. back a

‘l . -
-]
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4 case,. they agree to disagree because: in good conscience they cannot

‘may distract from the supstantwe' 1ssue must 'be set aside.

© 23,

work procedure or a safety measure about which both sides feel strongly

_but about which each must respect the other side's position. In. such

abancfm their own arguments and they concur at least to search for
and be receptive to same way to resolve the pl;oblem that will be -
nm:_t?elly. acceptable.

It should be.pessible to problem-solve most oi'ganizai:ioﬁal
éonflicts '-b)r attempting to find crea;:i\fe new altemmatives that will

help both partzes However, this is not always successful, even when

‘there are good 1n1:entions on both- szdes Bargaining is a method

designed to help resolve substantive issues. A 'breakthrough” is
encoruraged by coupromsmg, wheén the parties in dzspute are bogged
down. Bargammg forces a solutzon through bmchng arbztration (albezt

a deczszon) that may not be entirel)r satisfactory to either party)

- .The empha§is in bargaining is. to solve the substantwe problem All

—other considerations such as being. consczous of the relatzonsth, the

procedure, the climate and other related dimensions to the problem that

Gaining Power Parity '

-

Sometimes the requiréd interdependence between individuals or

factions is not great enough -i:o make collaboration compelling or
‘advisable. The climate, ‘hierarchical relationships and nomms of the

" enterprise may not supp‘ort( cor@frmtive,‘pmblem-solving behavior: a

person who confronts his boss with a valid criticism may bé punished




. dimlge informatim that, would later I::e used against him. An

e " .-: -- ’ . 24.
later; a person exposing his differences to the opposition.could

intelligent approach for the individual(s) who does not feel

. enough-equality or leverage in-the. relat1onsh1p would be to test
" his influence with minor suggestzons, 1£ he sees they are accepted

graczously, it m::uld indicate the other(s] is ready to work together
effectzvely and without repr1sals

t Bargammg, as :mdzcated is a method for winning power parity. B
Just gettmg into- tradlng position assumes some equal'lty, as*each“ S

side recognizes that the other has something of value to offer and!qr

withhold that which is needed or can .be used by the other. The acttiai ]
act of trading and campromising highlights the 'ﬂ-ﬁt—or assunecL strength

and ‘the 1nf1uem:e of éach party within “the” orgam.zatzon In this . ..

-prooess, the power position of -each side is clearl)r defined in direct

ratzo to the information it reveals to the other, the cmcesszons it _ .

_ makes the punishment or penaltzes it can mpose

-

Lack of Org_am.zatzmal Slpport

A

Bargaining does not require highly de..’eloped conﬂzct management

machmery to functzon That is, the orgamzatzon does- not have to . .

:buxld the infrastructure -of a sq)portzve clmate, skzll bmldmg, norms

of opelmess and: confrontatzon and mterpersmal trust that are essential
to make the collabpratzve approach successful. ‘Such machmery usuall)r

’ develops later when the barganung proce§s stabilizes through achieve-

~ment of - pcmer parzty However, for one: group to. orgamze and marshall

- its gnevances in order tp make demands of another and then. force

v ' 29 C-
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interaction. to come to e‘- decision, is sgi‘aight-—forwai%i and easily ]
begl.?fi 1f the grievances are backed by any degree of power Therefore,
‘ when thé conflict .mnagemeﬁt mchiﬁei'y is not we],i-developed but some-
'coahtmn 1s possxble around issues to gain power parity, the Barga:mlng B

mode is. most useful

Moving Towards Coliaboration

It must be reiterated tha"'Bargaining is a bridge between the-
"Powér mode and the Collaboratzve mode "It isa | lever by which to move

-\_‘

a system towards Collaboratzon Iramcall)r, 1n the event that a
majority (or the power faction) of the system's mnbersth is reluctant )
to acoept- the importancé of eoll'aborstive problem-solving (such as the
grentihg_ of power parity remtionships, fostering new nomms, etc.}, a
mea:{ingfui thi‘eae by the anti-power faction to 'tmleash all of its own
power a-rsena‘l in a win-lose stregg'le often tums' the situation armﬁd,

- cementmg once -and for all a power panty relationship between the
factzons Om:e a bargaining mode has been established and power parity
“théxefrom -has gained equal recognition of rights, needs and the "'good
£aith” and trist potential of the opposmg factions, and these, as well
as the. ineerpersmal dynamics, have been tested and proven; the conflict
mnagement machmery can be full)r mplemented o |
. In some industries and organizations where the bargainmg mode 1s
{the establzshed method for settling differences, opposing factions have
been utzlzzmg mfoxmal.arburatmn rather than the hard 'give and take”
,procedures of formal bargamzng sessions The sav:mgs in tme energy ,

money and emotions reflécted in thé organization’s goal achievements
e ‘-'3'01,.

i
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fesults in most instances in a wiilingness on both sides to set up
¢ conflict. mnagement machmery to handle not only issues in conflict,
but to seek~ out--and- detect sources of potential conflict which can TJe ‘ s ‘
collaboratzvel)r probl -solved before they become dynamic issues. . -
Some of the older mmn—management relatzonsths such as the -
steel industry, for exanple,‘have-establz.shed enough parity and trust

~-s0 that they are using informal arbitration and pre-problem solving

e

-on .a continuing basis; thus, they are evolving from a bargaining mode
to-the collaborative mode.

K
POWER A

A power. strategy to manage organizational conflicts depends on -

certain envirommental, intraorganizatioﬂal and personal preconditions; o, _
also.whether an individual has his own or an organizational perspective.
Power is basically different from the other two strategies in that a . .

mutually acceptable solution to a problem is not the intended nor

- expected outcome. Rather, the power person(s) ‘tries to exércise as

much control over others (for the good of themselves. or their organi-

g

zatianal mterest] .as posszbfle ,

L

Before we list the precond:l.tzons, let us examine the three major.

sides to power dynamics in an organizatior: - .7%

Formal’ Authoi‘i’ty (referred to earlier as "third-party authority'). -

-

This dimension of power is effectiie to the extent that it is legitimate
and is believed. "It backs up its authority with sanctions for non-
compliance. However, scholars sincé Bamard have raised serious questions

‘about the effectiveness of authority for exercising controcl over

-

others.* Crozier also points out that it is difficult ever to
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1eg151ate behavior so closely that the mdwldual still lacks alot . - T
of chscretlon about his compliant behavior.1® ’
Informal Influence is another aspect of power that may come from
one’s. personal-leadership style, orie’s expertise, one's ability to
manipulate and f)ersuade, or one’s acces-s to; ir;'fb;inal s:ourc,es' for
-t;oercion- (e.g. bladﬁn'ai_.i, physical force, outside-the-organization
normative pressures)., Not ‘everyone in authority has inﬂuence because -
it is an informal source of power.. lbwever some -persons in authouty

-

are also able to use their off:.ces and other resources to acqmre
influence. This makes for a powerful conbmatmn- " _
-Autonomy is the third dimensiori to the power triangle ... the
ability to resist formal authority and 1nforma1 influence in favor of
one's own self-mterest., Being autonomous a,‘llows one to be h1s owWn
man, to control others b‘y exercising complete control over self. -
Using a power stratégy may be most appropriate when the conditions »

-

listed below are present:

Under Conditions of Legitimate Authority

Wheri the authority of an office is acdept(;\d-b)r the subordinates

as having a right to exercise control, the mechanism may work well to
mandate the management of confli.ét. " For example, this may be a model
that will work for certain 'religious organizatil.ons where aut.hority
"is 1nsp1red or for the mlhtary, where those 1n authority have the ' .

ability to put ganeone in jail or to dismiss him from:thé organization
for not follcmng orders. Authorities who are so endowed,” and espec:.all)r
where they also have mfluence could redes:.gn the rules for managing

conflicts, could comnand individuals to suppress their feelings or
- ’ R S— T«
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32 I




28.

=
_ o
could coerce partzes inito using the collaborative format. Thése

persms are able to. deszgn various strategies wzthout gzvmg as mich

attention to compliance.

!hder COl'ldltlmls of JAutonog{ R

'_'15erha_p_sij1;st as rarel)r as the abové but still, in some instances,
a person may, in fact, be quite autonomous w1th1n the orgamzatzon
Some unzverszty proressors or scientists (or other professzonals) ma)r -
fzt into this‘category. If few people can. coomand or influence thém
with afny‘ consequence, ‘then they may want to use their resistant powers
to preserve ;:heir independence. Heuever, if they sheuld try to influence

. others also, they are bound to lose some of their autononty because,,by 50

doing, they extend rather than Tetreat. ' )

<

To Cope with Crisis or Routine

Where the organizational enviromment 'is so stable as to- create
internal conditions of routine,, then the authority structure and the
procedures and. nomms can become rather routinized (via rules and job

descriptions, for example). This can lead to excessive control: employees

-using power tactics to make themselves heard vis-a-vis rather "heavy

handed’* boses; -or to subvert ahd manipulate undesirable practices.

Where the environment is so turbulent. that it threatens the very
survzval -of the orgamzatmn, the- top_echelon admmstrators may manage

by crisis. In times of crises, those in authonty ignd to assune

emergency powers. They may react even more. aggresszve 1y ‘and oppresszvel)r .

towards othets because they themselves are threatened Subordinates in
the orgamzatm will probably decide betweenf“ gzvmg them emergency power

for the good of all Concerned or using ‘pdwer tactzcs to ‘actively resist

83
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them. If management-by-crzszs becones a predouu.nant style, power struggles
will almost certamly be employed. | N .

External Threats

=

When same external force seeks to destroy for whatever reason, it is

best to cembat ‘the aggressor by using power tactics, Such organzzatzons,

as ‘mentioned .above, often lack the mcentzve for or are phzlosophzcally

. opposed to collaboration. They may bargain .1f there is something to excha}:lge.
- In most cases, however, detente will be achieved through a balance of '

power strategy.

A Desire or Need te'Use, Power

| Power is a possible alter;mtive when: it bécomes clear that wirnining
is: imminent, For some, it may seem mperatzve to "win" on’'a certain issue
for a nurber of perfectly sound reasons, some of them ‘thought to be in the
organzzatzon s long-temm 1nterest. Others Just want to win for personal
réasons. They- say, why should a person bargain or mllabomte if he is
clearly - in a position to get hls-way, unlegs he is convinced it is somehow‘
more humane? .The use of raw power is costly in the long-temm, however,
because others easily coalesce to combat it, and it may alienate -important
pe0p1e who ‘have been supportzve Consequently, although in the short-tem
it may be the best strategy, 1t can have a negatzve residual effect.

Some people have personality traits, non-orgamzat:onal interssts

and psychologzcal needs that are best ser\zed by a pnwer - strategy: They
may crave mdepenc!ence dislike 1nteract10n and fear stheMSzon, in whzch
case they prefer autonomy or mthdrawal They may have baszc needs,
derived from ChlldhOOd expenences that lead them to want to sabotage,
gossip and subvert those in authonty They nught have strtmg needs to

31,
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be "samebody' and have il_lfltlence with-c')the_rs. 'ﬁ'ms, ‘they might opt
for a power éet_ting in order to be more calnfoﬂ:.able. Some might sinpiy
be nore skilled at.politics and manipulation that at bargaining and

collaboration, so they choose what they do best.

Ideological ‘Orientations

- The nEWspapers 'Ere full of accounts of government employees who
leak valuable information to: the press. The dimensions of the problenm,
along with the values of ‘the Youth -Movement, are of great concern to
many top -exe;utives' in regard to recruitment. Many employees are now |
more loyal to theéir oW vioral code than they are to the principles and
objectives of the organization in case of"a clash between px"actices. and
values. .

‘Some persons working in an enterpr-'ise may become convinced that
it or parts of 1t are corrupt or socially irresponsible. They seek t'c;
destroy it from within. Others join with outside groups in cau’ses that
are designed,to overthrow the organization. Oflxers may _'sinply'refuse'
to participate if they believe a. coursé of a\ctioﬂ or policy is "wrong. "'

’:' ' ’ ) ~
' No Pérceived Alternatives

When a working participant feels desperate, ke may turn to
power tactics for his own survival: In this situation, because
he feels threatened, he is very dangérous. In many organizational

settings there simply does not-exist the mderlfing trust, sincere

intent, organizational support, power parity or required interdependence

to use the .collaborative mode. Bargaining also is not pbssible

, ; ‘
-because the right issue and the right conditions are riot present
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hoarding scarce information, diagnosing the naturé or certain conflicts -

" to such an extent as the "best approach'™ < evén when 1t\d1dn‘t "f1t" the

v

31.
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to permit it to take place. Thus, power is the only viable remégining .

— .- - C rm e e .

~ Research tells us that if d -person- or a group is desperate to
be heard (e.g. the poor in the ghétto, some li:J.w-_level participants in
a buréaucracy] or are extremely threatened, they a-nre moré likely to be
aggréssive zind hostile.. 16 Hhere there is 11tt1e to lose, people might

also opt for the extreme forms of power strategy Thus, desperatzon - .

forces persons to use this mod_e ~ and often, use it destructivel)r.

CONCLUSIONS AND IMPLICATIONS .

For managers; sgti:_ling disputes is central to improving their-
organizations. | Hhenb a Cﬁl 'gei:'s_'at the real reasons for the power
dynamics m the enterprise, he-can often discover some baszc motzvators
of human behavior (e.g. self-mterests]. Since the power strategy,

and to some _extmt-barg'ainihg, operate at a level- of ‘manipulating and

is analogous to gettmg at the heart of the matter\
Unfortmately, many organzzatzcm developers have pushed collanoratzcm

situatzon - that they have ignored the organizational realﬁles of the
worlds of power and bargam:mg The Contingency Theory artzcula{:ed herem
takes a. strong normative position, but attempts to match it to re\11ty

It is .bound to help make b’et':te'r d:iagno’ses of a given situation’and
ultimately, be more effective. Beguming where the ;Ii.sput'a'nts "a.re, the’ -
cjevelopgrs using the theory will find th# they can really woik thrgugh

the conflict in‘a manner which is -goéh realistic yet impz‘ovement-’orimiged.

rl T

‘2




For example, the author has been engaged in two conflict management
efforts which i1lustrate this "fit.” The first one was E'ﬁ"a_ttenpt to
- _fors:e people in a power-oriented bIB city school ‘bugeamracy to use -
the\ collaborative approach because, a;:cor_ding to our .@dex:standing at o
the tune, it-was the "best" way to manage differences. The technology
was powerful and compelling, and several people surfaced their disagree-
ments openl)r in order 1o set ’the stage for problem solving. i-lweiret,

_this open shanng of 1nfomatmn later proved to be harmful to the

part:czpants The readll)r given data were used agamst them 17

—  A— ——

. —  1In the second mstance, an attempt to help an elementary school
facalty became more collaborative us:mg. a bgrgaining intervention proved to |
msliccesml. Power parity was established between gra&e- unit teams and .
once't,his was 'accouplisheti, the 'peopie involved were bette? able to

' manage their conflicts through problem solving.l®’ : -
Organizational theonsts and developers are becoming more realistic

about the appropnateness of three conflict management strategies, aware

. that the use of' each depends on the given situation.. For example, the
‘National Training Laboratories, long the proponents. of ooilaborat-iw
" values, now regularly supports laboratory education for power. All -

three approaches are perceived by me;nbersﬁ of the e\ntefrpris'e as. viable

| _ alternatives t’o_r a given situation or in a particular orgmizatimel T
sett{ng. The existence of the strategies fshouldv be -achlowledéed anii they :
should be used. appropriately and systematically. ' | ;

M)reover, it is assumed that all types -of orgam.zafzona«l confl:.cts ;

will occur quite natm'all)r Many of them will promote creatzve tens;ons
-
that lead to’ system improvement. Some power strategies will serve the .

[
. -
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mdlndual and poss:.bly the organlaat ion in 2 varlety of ways without . |
really disrupting the organization itself_-_. Gnly those disputes that
are proving dysfunctional should set the machinery in motion, . =~ ’
The importance of.an accurate diagnosis of the conflict situation = -

>

cannot be overemphasized. 'A manager is not ready to. in;én'fene until

-

he has dist:epned the nature of i’:he disputé and ‘the major contingenéies,
“and he is able to formulate a Coritingency Theory. A key to effect
conflict management is to act appro;;riatel)r (ﬁsin.g .ohe of the '1:hree _
strategies) by trying to move the. conflict from where 1t sténds toa
position which is more "healthy' for the orgmuzatlcﬁ" -
The literature is full of exgmpieé, of inappm‘priate interventio
organizatiot} development consultants, f:jr example, trying to move the
organization to. a collaborative mode without the -neoe'ssary’\prei:onditions )

or without using bargaining as a transition step; execufive who . .

frequently advocate collaboration but do not ‘suppor't it, do not provide ¢

¢

the conditions for it, and/or do not undérstand when and where to use
. ' . - R P

it. . .- ’\
The followmg step-model might prove useful as a dlagnostxc
procedure for conflict managément to arnve at an operative Contmgency

Theory.

.
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'I'he c;orfflzct manager dzagnoses and then attenpts to use the most - ’
preferred co'lflzct mahaqement strategy If the necessary conditions are
. _ not présent 1n comlnnatlon to assure success, Jhe :retreats in order ° .
to build them For example he may lead out wzth a bargammg strategy
and then be compelled to employ power tactzcs in order to prov:.cle the
precondatzons for success’rful bargammg Durmg the power sessions,
he re- evaluates a11- of the enstmg condltzons and then triés to move -

- - B S L .

the situation to the highest, most resporisive order of 1ntervent10n in .

the interest of the orgam.zatzon which nught very well be the bargaining

mode . In doing so, he is behavmg realistically, bécause once he has

settled the enstmg crisis mth pwer, he. has the normatzve s;.tuatzon as

s

-
e

a- guide to hélp manage -the persons antla  factions toward a more collaboratzve
state, that is, 1f he can build. in the precondltzons that make thzs posszble
He opts for the collaboratwe state wheneVer feasible because of the

greater incentive values to: the individuals in thezr relatzonsths to-

L] .. L]

ach other whzch in tum, Creates the non-survival excess enérgy S0
m_tportant to an organization's growth, Yet, collaboration may, rn fact, - . - '
- $ . -

be very difficult to attain because of its rather demanding precondition.

In suumary, the manager must conszder collaboratzon, bargaining, >

. and power as strategzes to be used s1tuat10na11y for effective conflzct

. < management. “This emprnqal stance may help him to mmrove some of the

most important funct:mcns of orgamzatzonal life, asg well as growth of

E
-

H
. the organizatzon .itself for which he becomes respcmszble v

LI
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