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Author's Preface

Introduction to Conflict Management

Welcome!

This Open Educational Resource (OER) is a custom publication for students enrolled in PSYC-6006:
Conflict Management. PSYC-6006 is a requirement for the Advanced Communication for Professionals
post-graduate certificate at Fanshawe College.

Many students reading the book will have previously taken PSYC-6005: Commmunication Psychology
and will have read the companion OER, Psychology, Communication and the Canadian Workplace. If
you did not take PSYC-6005: Communication Psychology, you may find it helpful to look at this
resource for a general introduction to many of the topics that we will be discussing in this book.

The course learning objectives for PSYC-6006 are as follows:

Identify factors that contribute to conflict in the workplace.

Name factors that lead to positive professional identity and productive group dynamics.
Describe different conflict styles.

Discuss their own interpersonal competencies and areas in need of improvement regarding

A wN

conflict management in the workplace.

Evaluate the strengths and weaknesses of conflict management styles and strategies.
Analyze hypothetical/case study conflict scenarios for the workplace.

Implement strategies to manage/resolve conflict in the workplace.

Analyze workplace conflict prevention and management policies.

© N o wm

These learning objectives were formed in consultation with local employers and stakeholders in
London, ON. Employers indicated that it was desirable for graduates entering the workforce to have
more explicit training in conflict management. While employees do not usually need to be trained
negotiators or legal experts, it is helpful for students to have the skills and knowledge to navigate both
the mundane occurrences of conflict in the workplace (e.g., the coworker with a difficult personality)
and more serious incidences of conflict at work (e.g., bullying, harassment, and violence). We will learn a
bit about federal and provincial legislation, organizational policies and the formal conflict process.
However, the focus will be on the individual, and how each one of us can play a role in making the
workplace a safe and functional environment.

Throughout the book, you will be encouraged to engage in critical self-assessment and case studies.
These exercises will provide you with the opportunity to assess potential conflict situations, recognize
your emotions, communicate assertively, and manage conflict with integrity and professionalism.

Enjoy!
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Introduction: Chapter Overview

Chapter Overview

Below is a high-level overview of the topics and themes discussed in this book.

Chapter 1: Introduction to Conflict

In this chapter, we will introduce some key elements to understanding conflict. In addition, we'll
recognize how conflict can be differentiated from disputes, competitions, and interpersonal, explain
different levels at which conflict can occur, and discuss the potential benefits and costs of conflict in
the workplace. We'll also explore why understanding conflict is important for your career and
workplace success.

Go to Chapter1

Chapter 2: Conflict Resolution, Negotiations, and Labour Relations

In this chapter, we will learn about the nature of the conflict process and common approaches to
conflict. In addition, we will explore the process of negotiation, third-party negotiators, and labour
relations between labour unions and management.

Go to Chapter 2

Chapter 3: Organizational Culture and Policies

In this chapter, we will examine organizational culture —it's characteristics, how it's created, and
strategies used to maintain or change culture. We will discuss several popular frameworks for assessing
organizational culture. Finally, we will examine formalized codes, discipline, and termination and their
role in maintaining expected standards of behaviour.

Go to Chapter 3
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Chapter 4: Power and Politics

In this chapter, we will examine organizational culture as it relates to conflict. Power and politics are the
lifeblood of most organizations. Most organizations are composed of coalitions and alliances of different
parties that continually compete for available resources. As a result, informed employees need to
understand power dynamics and their impact on conflict.

Go to Chapter 4

Chapter 5: Interpersonal Relationships and Group Dynamics

In this chapter, we will explore the functions and types of relationships that exist in organizations
between supervisors, subordinates, and coworkers in interpersonal and group settings.

Go to Chapter 5

Chapter 6: Values, Perceptions and Attributions

In this chapter, we will turn our attention away from organizational level factors and begin to explore
the influence of our own behaviours and perceptions on conflict. We will start with how our personal
values guide our behaviours. Next, we will review of the process of perception — how we select, organize
and interpret information. We will discuss how we assign meaning to the behaviour of ourselves and
others by making attributions. Finally, we will review perception checking and other considerations for
making perceptions during conflict.

Go to Chapter 6

Chapter 7: Emotions

In this chapter, we will begin to considering the role of affect on behaviour, discussing the importance
of emotional intelligence. Then we will consider how emotions and stress influence our mental and
physical health. We will discuss how the experience of long-term stress causes illness and impacts
behaviours at work. We will explore individual and organizational strategies for managing stress. Finally,
we will turn our attention to research on positive thinking and what has been learned about the
beneficial health effects of more positive emotions.

Go to Chapter 7

Introduction: Chapter Overview | 2



Chapter 8: Motivation

In this chapter, we will examine how our needs and goals can lead to conflict. In particular, we will
examine two popular theories of motivation (Maslow's hierarchy of needs and equity theory) as they
relate to conflict. We will also explore how organizational strategies like job enrichment and
communication strategies can be used to create an environment that fills an employees needs for
safety, belonging, and esteem. Next, we will contrast strategies for asserting our needs from passivity to
aggression and explore the process of asserting our needs in a way that honours our own boundaries
while also respecting the other person. Finally, we will explore two additional frameworks that can help
us to understand our goals and needs in conflict situations.

Go to Chapter 8

Chapter 9: Personality and Conflict Styles

In this chapter, we will examine personality and the how the stable traits impact our interactions with
others. We will focus on the Big 5 trait theory of personality and how our personality traits can foster
positive (or negative) interpersonal interactions during conflict. We will also examine cognitive and
personal-social dimensions of the self and how these qualities impact our relationships. Using Harden
Fritz's typologies, we will examine how deviant workplace behaviours can become stable patterns of
interactions. Finally, we will explore an alternative to the Thomas-Kilmann model — the ABC styles of
conflict management.

Go to Chapter 9

Chapter 10: Communication in Conflict

In this chapter, we will explore the process of coommunication (written, verbal, and nonverbal) within
organizations. We will unpack various barriers to effective commmunication and how our self-esteem,
communication dispositions and relational dispositions impact how we communicate with others. We
will differentiate between hearing and listening and the steps involved in the listening process. We will
summarize four different listening styles and explore factors that make listening a challenge. In
addition, we will identify guidelines for giving and receiving feedback. Finally, we will examine
communication behaviours during conflict and strategies for communicating effectively during
conflict.

Go to Chapter 10

New to this Version

Changes to this version of the book include:
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Expanded explanation of the Thomas-Kilmann conflict styles in Chapter 2.

An H5P interactive on organizational culture was added to Chapter 3.

Callout boxes with “Krista's Book Club” contain recommendations for four best-seller books that
students can seek out if they wish to learn more about a topic.

Chapter 4 has expanded to include research on knowledge hierarchies, worker precarity, and
power differentials in conflict.

Chapter 7 contains an expanded section on stress and burnout.

Chapter 9 includes a discussion of strategies for dealing with a coworker who is narcissistic.
Small changes to correct spelling and grammar were performed throughout the resource.

Appendices
This section contains a list of case studies and self-assessment activities cross-referenced to each
chapter where they apply.

Go to Appendix A: Case Studies

Go to Appendix B: Self-Assessments

Glossary of Key Terms

This section contains a list of key terms that appear throughout the book.

Go to Glossary

Ancillary Resources

This section contains a full list of H5P interactives, slide decks for each chapter, and links to APA
referencing resources.

Go to Ancillary Resources

Introduction: Chapter Overview | 4



CHAPTER T: INTRODUCTION TO
CONFLICT

Learning Objectives

In this chapter, we will:

Define conflict.
Describe the key elements of conflict.
Recognize how conflict can be differentiated from disputes, competitions, and

interpersonal violence.

Identify three views to understanding conflict in the workplace.

Explain different levels at which conflict can occur.

Review common sources of conflict in the workplace.

Discuss the potential benefits and costs of conflict in the workplace.

Recognize the importance of conflict management skills for success in your personal and
professional relationships.

Who do you have the most conflict with right now? Your answer to this question probably depends
on the various contexts in your life. If you still live at home with a parent or parents, you may have
daily conflicts with your family as you try to balance your autonomy, or desire for independence, with
the practicalities of living under your family’s roof. If you've recently moved away to go to college,
you may be negotiating roommate conflicts as you adjust to living with someone you may not know
at all. You probably also have experiences managing conflict in romantic relationships, friendships,
and in the workplace. In this chapter, we will introduce some introductory concepts and explore why
understanding conflict is important for your career success.
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1.1 Conflict Defined

There are many different definitions of conflict existing in the literature. For our purposes,

Conflict occurs in interactions in which there are real or perceived incompatible goals, scare
resources, or opposing viewpoints.

Conflict can vary in severity from mild to severe and can be expressed verbally or nonverbally along
a continuum ranging from a nearly imperceptible cold shoulder to a very obvious blowout.

Elements of Conflict

There are six elements to a conflict described by Rice (2006). The are:

1. Conflict is inevitable. Unless there is a way that we could be cloned or exactly the same as
everyone else, there WILL be disagreements.

2. Conflict by itself is neither good nor bad; it is what happens that has good or bad outcomes.
In Chinese writing, the characters for the word conflict are actually the characters for two other
words—-danger and opportunity. In essence, the danger of unresolved or ineffectively resolved
conflict can lead to bad outcomes, and the opportunity of working through a conflict can lead
to good outcomes.

3. Conflict is a process (rather than a moment in time). We each make choices every time we
respond to the other person in a conflict, and those choices dictate what happens next.

4. Conflict consumes energy, but so does NOT dealing with conflict. Most of us are familiar with
that knot-in-the-stomach feeling that goes along with avoiding someone with whom one has
an unresolved conflict.

5. Conflict has elements of both content and feeling/relationships. A conflict is rarely just about
what it is about (content); it usually has more to do with the feelings and state of the
relationship underneath. For example, if two people repetitively argue about who takes out the
trash, the argument is probably really about feeling respected and validated, rather than the
garbage!

6. Finally, one has a choice in conflict to be proactive or reactive—and the more non-violent one
chooses to be, the more proactive a person will become. The participant will learn to act when
he/she senses conflict, so that it can be resolved before it festers and grows.

1.1 Conflict Defined | 6



Other Key Terms

Some people use the terms conflict, competition, dispute, and violence interchangeably. While these
concepts are similar, they aren’'t exactly the same. We will define each of these terms to ensure that
we have a shared understanding of how they will be used in this book:

Dispute is a term for a disagreement between parties. Typically, a dispute is adversarial in nature.
While conflict can be hostile, it isn't always . Dispute also sometimes carries with it a legal
connotation. We will briefly discuss labour relations later in this book.

Competition is a rivalry between two groups or two individuals over an outcome that they both seek.
In a competition there is a winner and a loser. Parties involved in a conflict may or may not view the
situation as a competition for resources. Ideally, parties in a conflict will work together rather than
compete.

The term interpersonal violence is also not synonymous with conflict. Although some conflict
situations escalate to include acts of aggression and hostility, interpersonal violence involves acts of
aggression such as an intent to harm or actual physical or psychological harm to another or their
property. Ideally, conflict will be productive, respectful, and non-violent.

All of these terms — conflict, dispute, competition, and violence - are all distinct and have important
role to play in framing our discussion of conflict.

Let's Review

Review the following scenarios and decided whether it's an example of a dispute, a
competition or interpersonal virulence.

[ Ve
av

a An interactive H5P element has been excluded from this version of the text. You
can view it online here:
https./fecampusontario.pressbooks.pub/conflictrnanagement/?p=5#h5p-1
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Three Views of Workplace Conflict

There has been plenty of conflict over how conflict is viewed in the workplace over the years. In this
section, we will discuss the traditional view, the human relations view, and the interactionist view.

Traditional View

Early in our pursuit of management study, conflict was thought to be a dysfunctional outcome, a
result of poor communication and lack of trust between co-workers. Conflict was associated with
words like violence and destruction, and people were encouraged to avoid it at all costs.

This was the case all the way up until the 1940s, and, if you think about it, it goes right along
with what we thought we knew about what motivated people, how they worked together and the
structure and supervision we thought we needed to provide to ensure productivity. Because we
viewed all conflict as bad, we looked to eradicate it, usually by addressing it with the person causing
it. Once addressed, group and organization would become more productive again. While many of
us still take the traditional view that conflict is bad and we need to get rid of it, evidence today tells
us that’s not the case.

The Human Relations View

Since the late 1940s, our studies of organizational behavior have indicated that conflict isn't so
thoroughly bad. We came to view it as a natural occurrence in groups, teams and organizations. The
human relations view suggested that, because conflict was inevitable, we should learn to embrace
it. But they were just starting to realize, with this point of view, that conflict might benefit a group’s
performance. These views of dominated conflict theory from the late 1940s through the mid-1970s.

The Interactionist View

In the interactionist view of conflict, we went from accepting that conflict would exist and dealing
with it to an understanding that a work group that was completely harmonious and cooperative
was prone to becoming static and non-responsive to needs for change and innovation. This view
encourages managers to maintain a minimal level of conflict, a level that was enough to keep the
group creative and moving forward. The interactionist view is still viable today, so it's the view we're
going to take from here on as we discuss conflict. We know that all conflict is both good and bad,
appropriate and inappropriate, and how we rate conflict is going to depend on the type of conflict.

1.1 Conflict Defined | 8
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1.2 Levels and Types of Conflict

Levels of Conflict

Different Levels of Conflict

Intrapersonal Conflict

Figure 1.1 Different Levels of Conflict. Image: Fanshawe College. Original Image, CC BY-NC-SA 4.0. [Click to
enlarge].

In addition to different views of conflict, there exist several different levels of conflict. By level
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of conflict, we are referring to the number of individuals involved in the conflict. That is, is the
conflict within just one person, between two people, between two or more groups, or between two
or more organizations? Both the causes of a conflict and the most effective means to resolve it
can be affected by level. Four levels can be identified: within an individual (intrapersonal conflict),
between two parties (interpersonal conflict), between groups (intergroup conflict), and between
organizations (interorganizational conflict).

Intrapersonal Conflict

Intrapersonal conflict arises within a person. In the workplace, this is often the result of competing
motivations or roles. We often hear about someone who has an approach-avoidance conflict; that
is, they are both attracted to and repelled by the same object. Similarly, a person can be attracted
to two equally appealing alternatives, such as two good job offers (approach-approach conflict) or
repelled by two equally unpleasant alternatives, such as the threat of being fired if one fails to
identify a coworker guilty of breaking company rules (avoidance-avoidance conflict). Intrapersonal
conflict can arise because of differences in roles.

A role conflict occurs when there are competing demands on our time, energy, and other resources.
For example, a conflict may arise if you're the head of one team but also a member of another team.
We can also have conflict between our roles at work and those roles that we hold in our personal
lives.

Another type of intrapersonal conflict involves role ambiguity. Perhaps you've been given the task
of finding a trainer for a company's business writing training program. You may feel unsure about
what kind of person to hire—a well-known but expensive trainer or a local, unknown but low-priced
trainer. If you haven't been given guidelines about what's expected, you may be wrestling with
several options.

Interpersonal Conflict

Interpersonal conflict is among individuals such as coworkers, a manager and an employee, or
CEOs and their staff. Many companies suffer because of interpersonal conflicts as it results in loss of
productivity and employee turnover. According to one estimate, 31.9 percent of CEOs resigned from
their jobs because they had conflict with the board of directors (Whitehouse, 2008). Such conflicts
often tend to get highly personal because only two parties are involved and each person embodies
the opposing position in the conflict. Hence, it is sometimes difficult to distinguish between the
opponent’s position and the person. Keeping conflicts centered around ideas rather than individual
differences is important in avoiding a conflict escalation. Throughout the book, we will learn more
about strategies for dealing with interpersonal conflicts.
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Intergroup Conflict

Intergroup conflict is conflict that takes place among different groups and often involves
disagreement over goals, values, or resources. Types of groups may include different departments,
employee unions, or management in a company or competing companies that supply the same
customers. Departments may conflict over budget allocations, unions and management may
disagree over work rules, and suppliers may conflict with each other on the quality of parts.

Merging two groups together can lead to friction between the groups—especially if there are
scarce resources to be divided among the group. For example, in what has been called “the most
difficult and hard-fought labor issue in an airline merger,” Canadian Air and Air Canada pilots
were locked into years of personal and legal conflict when the two airlines’ seniority lists were
combined following the merger (Stoykewch, 2003). Seniority is a valuable and scarce resource for
pilots, because it helps to determine who flies the newest and biggest planes, who receives the best
flight routes, and who is paid the most. In response to the loss of seniority, former Canadian Air
pilots picketed at shareholder meetings, threatened to call in sick, and had ongoing conflicts with
pilots from Air Canada. The history of past conflicts among organizations and employees makes new
deals challenging. Intergroup conflict can be the most complicated form of conflict because of the
number of individuals involved. Coalitions can form and result in an “us-against-them” mentality.
Here, too, is an opportunity for groups to form insulated ways of thinking and problems solving, thus
allowing groupthink to develop and thrive.

Interorganizational Conflict

Finally, we can see interorganizational conflict in disputes between two companies in the same
industry (for example, a disagreement between computer manufactures over computer standards),
between two companies in different industries or economic sectors (for example, a conflict between
real estate interests and environmentalists over land use planning), and even between two or more
countries (for example, a trade dispute between the United States and Russia). In each case, both
parties inevitably feel the pursuit of their goals is being frustrated by the other party.

Power Differentials in Conflict

The traditional levels of conflict (intrapersonal, interpersonal, intergroup, and intraorganizational)
all represent potentially and/or relatively equal entities in terms of power and status. This model
can be useful in naming and understanding some common levels of conflict. However, it does not
fully capture the complexity, nuance, and power dynamics of some workplace conflict situations.
For instance, what happens where there is a conflict between individuals and/or other entities (e.g.
organizations) who differ in power, status, and/or authority?
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Gladwell (2013) discusses the classic example of conflict despite unequal power differentials in David
and Goliath. Nonetheless, conflict—including bullying, harassment, and violence—can be present
within the typical hierarchical structures present in most workplaces. For example, conflict can
occur between supervisor and subordinate (see section 9.3 on Problem Bosses). This poses unique
challenges given the varying degrees of authority and power. Indeed, as Ahmed (2021) puts it,
“hierarchies can make handling harassment hard, which is how hierarchies enable harassment” (p.

120).

Types of Conflict

If we are to try to understand conflict, we need to know what type of conflict is present. At least four
types of conflict can be identified:

1. Goal conflict can occur when one person or group desires a different outcome than others do.
This is simply a clash over whose goals are going to be pursued.

2. Cognitive conflict can result when one person or group holds ideas or opinions that are
inconsistent with those of others. Often cognitive conflicts are rooted in differences in attitudes,
beliefs, values, and worldviews, and ideas maybe tied to deeply held culture, politics, and
religion. This type of conflict emerges when one person’s or group’s feelings or emotions
(attitudes) are incompatible with those of others.

3. Affective conflict is seen in situations where two individuals simply don’t get along with each
other.

4. Behavioral conflict exists when one person or group does something (i.e., behaves in a certain
way) that is unacceptable to others. Dressing for work in a way that “offends” others and using

profane language are examples of behavioral conflict.

Each of these types of conflict is usually triggered by different factors, and each can lead to very
different responses by the individual or group. It is important to note that there are many types of
conflict and that not all researchers use this same four-type classification. For example, Dr. Amy Gallo
(2015) has characterized conflict as being rooted in relationships, tasks (what to do), process (how to
do things), or status. Regardless, when we find ourselves in a conflict situation, it can be helpful to
try and take a step back and identify what type of conflict it is. It can also be helpful to acknowledge
that what may look like a goal conflict may actually also have components of affective or cognitive

conflict.
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Adapted Works

“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.

“Handle Conflict and Negotiation” in Human Relations by Saylor Academy is licenced under a
Creative Commons Attribution-NonCommercial-ShareAlike 3.0 Unported License without
attribution as requested by the work's original creator or licensor.
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1.3 Common Sources of and
Response to Conflict in the
Workplace

Common Sources of Conflict in the Workplace

Remember, anything that leads to a disagreement can be a cause of conflict. Although conflict
is common to organizations, some organizations have more than others. A number of factors are
known to facilitate organizational conflict (Miles, 1980). We'll go over six common sources of

workplace conflict. They are summarized in Figure 1.2 below.

]

Figure 1.2 Potential Causes of Conflict. Image: Saylor Academy. Human Relations, CC BY-NC-SA 3.0.
Color altered from original. [Click to enlarge].

Organizational Structure

Conflict tends to take different forms, depending upon the structure of an organization. For example,
if a company uses a matrix structure as its organizational form, it will have decisional conflict
built in because the structure specifies that each manager report to two bosses. For example,
global company ABB Inc. is organized around a matrix structure based on the dimensions of
country and industry. This structure can lead to confusion as the company is divided geographically
into 1,200 different units and by industry into 50 different units. Conflict can also emerge from
jurisdictional ambiguities—situations where it is unclear exactly where responsibility for something
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lies. For example, many organizations use an employee selection procedure in which applicants are
evaluated both by the personnel department and by the department in which the applicant would
actually work. Because both departments are involved in the hiring process, what happens when
one department wants to hire an individual, but the other department does not?

A second factor is status inconsistencies among the parties involved. For example, managers in
many organizations have the prerogative to take personal time off during workdays to run errands,
and so forth, whereas non-managerial personnel do not. Consider the effects this can have on the
non-managers' view of organizational policies and fairness.

Differences in performance criteria and reward systems provide more potential for organizational
conflict. This often occurs because of a lack of commmon performance standards among differing
groups within the same organization. For example, production personnel are often rewarded for

their efficiency, and this efficiency is facilitated by the long-term production of a few products.
Sales departments, on the other hand, are rewarded for their short-term response to market
changes—often at the expense of long-term production efficiency. In such situations, conflict arises
as each unit attempts to meet its own performance criteria.

Consider This: Organizational Structure

Precarity and Conflict

Given neoliberal tendencies and the erosion of secure employment across many
industries, the realities of the workplaces today are such that precarious

employment situations are increasingly more common (Woodcock & Graham, 2020).

This might resemble short-term contracts and other such contingent ‘gig-economy’

arrangements that equates to wage and job insecurity (see Woodcock & Graham,

2020). Gig economy work may include delivery work, microwork, online freelancing, or domestic and
care work (Woodcock & Graham, 2020). Beyond the gig-economy, precarity is also prevalent in creative
industries (Chafe & Kaida, 2020). Further, even professions that might not typically be associated with
precarity (such as post-secondary education and library and information science) often rely heavily on
contract and part-time workers (see Babb, 2021; Lacey, 2019; Curtis et al., 2016). Given the prevalence
across a multitude of sectors, the implications can be numerous and widespread.

Precarity can be bound up with various levels of conflict and other challenges at work and beyond
(Chafe & Kaida, 2020; Fan et al., 2019). Lacey (2019) discusses financial insecurity, devaluation of labour,
and challenges around mental and physical health. Further, Babb (2021) describes the “sickly sense of
insecurity” and the “omni-present low-level sense of dread” that comes along with precarity (p. 3). The
job circumstances of precarious employment make it such that speaking out against the organization/
institution, discipline, or employer can be quite risky (Ahmed, 2021; Babb, 2021). Moreover, in the
workplace, it is not uncommon for precariously employed workers to work alongside permanent
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fulltime colleagues who have job-security, higher pay, and benefits (see Curtis, et al,, 2016). Yet, the
structural disadvantages that come along with precarity can play a significant role in one's ability to
engage with conflict even laterally (e.g. it may be harder to be assertive, or to speak up in the first place
when there is an issue, etc.). Crucially, precariously employed workers have a greater likelihood of being
from equity-deserving groups, which can add additional layers to existing challenges and inequities
(Levac & Cowper-Smith, 2016). Thus, consideration of power dynamics in conflict is ever more crucial.

Still, Woodcock and Graham (2020) discuss various challenges that workers face in the gig economy,
alongside creative ways workers have organized to push back against poor conditions (e.g. strikes and
other coordinated labour actions, undermining surveillance attempts, challenging independent
contractor status). Sometimes precarious work, such as online freelancing, is structured in a way that
isolates workers from each other; nonetheless, workers find ways to access support, community, and
solidarity (e.g. in other online spaces, such as forums or other social media) (Woodcock & Graham,
2020). Further, Ahmed (2021) discusses complaint collectives as a mode of communal agency and
resistance. Workers show agency and innovation in adapting to challenges in the workplace landscape;
however, how much resilience, vulnerability, and strife should a worker have to demonstrate to have
gainful employment?

Questions to Consider

What levels of conflict can you identify in this discussion on power differentials and precarity?
What roles and responsibilities do you think employers should play in preventing some of the
issues discussed?

Limited Resources/Common Resource Pool

Another previously discussed factor that contributes to conflict is dependence on common resource
pools. Resources such as money, time, and equipment are often scarce (or they are perceived to
be scarce). Competition among people or departments for limited resources is a frequent cause for
conflict. For example, cutting-edge laptops and gadgets such as the newest iPhone are expensive
resources that may be allocated to employees on a need-to-have basis in some companies. When
a group of employees have access to such resources while others do not, conflict may arise among
employees or between employees and management. While technical employees may feel that
these devices are crucial to their productivity, employees with customer contact such as sales
representatives may make the point that these devices are important for them to make a good
impression to clients. Because important resources are often limited, this is one source of conflict
many companies have to live with. When resources are limited, a zero-sum game exists in which
someone wins and, invariably, someone loses.

Task Interdependence

Another cause of conflict is task interdependence; that is, when accomplishment of your goal
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requires reliance on others to perform their tasks the greater the extent of task interdependence
among individuals or groups (that is, the more they have to work together or collaborate to
accomplish a goal), the greater the likelihood of conflict if different expectations or goals exist
among entities, in part because the interdependence makes avoiding the conflict more difficult.
This occurs in part because high task interdependency heightens the intensity of relationships.
Hence, a small disagreement can very quickly get blown up into a major issue.

For example, if you're tasked with creating advertising for your product, you're dependent on the
creative team to design the words and layout, the photographer or videographer to create the
visuals, the media buyer to purchase the advertising space, and so on. The completion of your goal
(airing or publishing your ad) is dependent on others.

Incompatible Goals

Sometimes conflict arises when two parties think that their goals are mutually exclusive. Within an
organization, incompatible goals often arise because of the different ways department managers
are compensated. For example, a sales manager’s bonus may be tied to how many sales are made
for the company. As a result, the individual might be tempted to offer customers “freebies” such as
expedited delivery in order to make the sale. In contrast, a transportation manager's compensation
may be based on how much money the company saves on transit. In this case, the goal might be
to eliminate expedited delivery because it adds expense. The two will butt heads until the company
resolves the conflict by changing the compensation scheme.

Personality Differences

Personality differences among coworkers are common. By understanding some fundamental
differences among the way people think and act, we can better understand how others see the
world. Knowing that these differences are natural and normal lets us anticipate and mitigate
interpersonal conflict — it's often not about “you” but simply a different way of seeing and behaving.
For example, Type A individuals have been found to have more conflicts with their coworkers than
Type B individuals.

In addition to personality, a variety of individual differences, such as personal abilities, traits, and
skills, can influence in no small way the nature of interpersonal relations. Individual dominance,
aggressiveness, authoritarianism, and tolerance for ambiguity all seem to influence how an
individual deals with potential conflict. Indeed, such characteristics may determine whether or not
conflict is created at all.
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Communication Problems

Various communication problems or ambiguities in the communication process can create a
breeding ground for conflict. When one person misunderstands a message or when information is
withheld, the person often responds with frustration and anger. Sometimes conflict arises simply
out of a small, unintentional communication problem, such as lost emails or dealing with people
who don't return phone calls. Giving feedback is also a case in which the best intentions can quickly
escalate into a conflict situation.

Now that we've identified commmon sources of conflict, let's turn our attention to responses to
conflict.

Responses to Conflict

There are many possible responses to conflict that we will explore throughout this book. Some of
these strategies try to end the conflict, conflict resolution, while other strategies merely seek to
minimize the negative effects of a conflict on a on team performance, conflict management. We
will learn more about resolution and conflict management strategies throughout this book, the
focus will be on conflict management strategies and how we, as individuals, can make positive
contributions to the workplace by managing our thoughts, feelings, and behaviours.

There are a variety of individual responses to conflict that you may see as a team member. Some
people take the constructive and thoughtful path when conflicts arise, while others may jump
immediately to destructive behaviors. In Managing Conflict Dynamics: A Practical Approach,
Capobianco et al. (2005) recognized that there are both constructive and destructive responses to
conflict, as well as active and passive responses that we need to recognize. In the event of conflict,
the goal is to have a constructive response in order to encourage dialogue, learning, and resolution
(Capobianco et al., 2005). Responses such as perspective taking, creating solutions, expressing
emotions, and reaching out are considered active and constructive responses to conflict. Reflective
thinking, delay responding, and adapting are considered passive and constructive responses to
conflict. See Figure 1.3 for a visual of the constructive responses, as well as the destructive responses,
to conflict.
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Constructive Destructive

Active  +Perspective taking * Winning
* Creating solutions * Displaying anger
* Expressing emotions + Demeaning others
* Reaching out * Retaliating

Passive - Reflective thinking * Avoiding
* Delay responding *Yielding
* Adapting * Hiding emotions
« Self-criticizing

Figure 1.3 Responses to Conflict. Image: Rice University & OpenStax, Principles of Management, CC
BY 4.0. Color altered from original. [Click to enlarge].

Let’s Review

In summary, conflict is never easy for an individual or a team to navigate through,
but it can and should be done. llluminating the team about areas of conflict and
differing perspectives can have a very positive impact on the growth and future
performance of the team, and it should be managed constructively.

Adapted Works

“Handle Conflict and Negotiation” in Human Resources Management — Canadian
Edition by Stéphane Brutus and Nora Baronian is licensed under a Creative Commons Attribution-
NonCommercial-ShareAlike 4.0 International License, except where otherwise noted.
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“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.

“Opportunities and Challenges to Team Building” in Principles of Management by OpenStax is
licensed under a Creative Commons Attribution 4.0 International License, except where otherwise
noted.
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1.4 Benefits and Challenges of
Conflict

Benefits and Challenges of Conflict

As we discussed with the traditional view of conflict, many people often assume that all conflict is
necessarily bad and should be eliminated or avoided at all costs. On the contrary, there are some
circumstances in which a moderate amount of conflict can be helpful a bring energy and focus to a
task. For instance, conflict can lead to the search for new ideas and new mechanisms as solutions to
organizational problems. It can also facilitate employee motivation in cases where employees feel a
need to excel and, as a result, push themselves in order to meet performance objectives.

Conflict can at times help individuals and group members grow, develop self-identities, and to create
change and stability (Coser, 1956). Conflict can stimulate the conversations of important issues and
spur change. Within a group, productive conflict can lead to consensus and group cohesiveness.

Conflict can, on the other hand, have negative consequences for both individuals and organizations
when people divert energies away from performance and goal attainment and direct them toward
resolving the conflict. During conflict, it can be easy for judgement to get clouded and to lose sight
of end-goals. Conflict in groups can lead to lack of motivation, social loafing, and other withdrawal
behaviours. Continued conflict can make for a toxic work environment and take a heavy toll on our
psychological well-being. As we learn in future chapters, conflict can be a stressor in the workplace
and contribute to burnout. Finally, continued conflict can also affect the social climate of the group
and inhibit group cohesiveness.

As we discussed earlier in the chapter with the interactionist view, conflict can be either functional
or dysfunctional and a benefit or a detriment in work situations depending upon the nature of
the conflict, its intensity, and its duration. Indeed, both too much and too little conflict can lead
to a variety of negative outcomes, as discussed above. This is shown in figure 1.4 below. In such
circumstances, a moderate amount of conflict may be the best course of action. The issue for
management, therefore, is not how to eliminate conflict but rather how to manage and resolve it
when it occurs.
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Figure 1.4 The Relationship Between Conflict Intensity and Outcomes Source. Originally adapted
from L. David Brown, Managing Conflict at Organizational Interfaces, 1986 by Addison-Wesley
Publishing Co., Inc., Reading, Massachusetts, Figure 1.1, p.8. Image: Rice University & OpenStax,
Organizational Behavior, CC BY 4.0. Color altered from original. [Click to enlarge].

Costs of Conflict in Canadian Workplaces

Conflict in organizations represents an important topic for managers. Across decades of research, it
has been consistently found that managers spend 15-20% of their time dealing with some form of
conflict (Thomas & Schmidt, 1978; Rahim, 1983; Half, 2017). In another study, Graves (1983) found that
managerial skill in handling conflict was a major predictor of managerial success and effectiveness.
Many professionals do not receive training in conflict management even though they are expected
to do it as part of their job. A lack of training and a lack of competence could be a recipe for disaster.
Being able to manage conflict situations can make life more productive and less stressful.

A study of Canadian workplaces conducted by Psychometrics (2015) stated that conflict was reported
in virtually all workplaces and were often associated with negative outcomes such as increased
levels of sickness, bullying, termination of employment and turnover. Their study reported that in
the Canadian workplaces surveyed, “the most common causes of conflict are warring egos and
personality clashes (86%), poor leadership (73%), lack of honesty (67%), stress (64%), and clashing
values (59%)" (p. 7). The HR consultants from Morneau Shepell estimate that workplace conflict
costs business in Canada at least two billion dollars each year (Consulting.ca, 2021). Conflict between
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coworkers and between staff and management, as well as aggressive or abusive behaviour by
various parties can negatively impact a workplaces’ productivity. It can also lead to expensive legal
fees and time in court if conflict moves into formal legal proceedings. Prolonged stress due to

conflict and toxic workplaces can contribute to burnout and mental health disorders (e.g., anxiety

and depression), which are leading causes of disability in Canada and significant contributors to loss
of productivity in the Canadian workplace each year (CAMH, 2020).

Let's Focus: Why Should | Care About Conflict?

What if you are thinking to yourself: I’'m not a manager, I’'m just a student. Why
should I care about conflict management?

Conflict is an inevitable part of work and can take a negative emotional toll. It takes
effort to ignore someone or be passive aggressive, and the anger or guilt we may feel
after blowing up at someone are valid negative feelings. However, conflict isn't

always negative or unproductive. In fact, numerous research studies have shown

that quantity of conflict in a relationship is not as important as how the conflict is handled (Markman et
al., 1993). Additionally, when conflict is well managed, it has the potential to lead to more rewarding and
satisfactory relationships (Canary & Messman, 2000).

Since conflict is present in our personal and professional lives, the ability to manage conflict and
negotiate desirable outcomes can help us be more successful at both. You don't have to wait until you
are a manager to need or benefit from these skills. Improving your competence in dealing with conflict
can yield positive effects on your personal and professional relationships right now. Additionally, conflict
management strategies can be used to learn more about yourself and others, and to deepen your
relationships and connections with the people in your life. The negative effects of poorly handled
conflict, which can range from an awkward last few weeks of the semester with a college roommate to
anger, divorce, illness, or violence, can be minimized by improving our ability and capacity to manage
the normal and naturally occurring conflict in our lives. The ideas, tools, and strategies we explore in this
book will seem simple, but they won't always be easy to implement.

In this book, you will be putting language and frameworks to the conflict experiences you have had

in your life. We will be approaching the concepts and frameworks from three angles:

1.

Theory - Examining existing psychological theories, as they relate to conflict managementin
the workplace.

Mindset - Examining our beliefs and ideas about conflict, communication, and people.
Developing our awareness and understanding of how our mindset impacts our approach to
conflict.

Skillset - Examining what skills you currently have and what skills you need to improve in order
to more effectively manage conflict.
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By the end of this book, | hope that you have a new understanding about the nature of conflict, an
open mindset towards embracing conflict, and a skillset that supports you in managing the conflicts
you encounter in your life.

Adapted Works

“What Is Conflict?” by Freedom Learning Group, Lumen Learning is licensed under a Creative
Commons Attribution 4.0 International License, except where otherwise noted.

“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.
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1.5 Key Takeaways, Knowledge Check
and Key Terms

Key Takeaways

In this chapter, we learned that:

Conflict occurs in interactions in which there are real or perceived
incompatible goals, scare resources, or opposing viewpoints.
Conflict will inevitably occur and isn't inherently good or bad. Conflict is a

process that requires our time and energy. We can choose to be proactive and
address conflict in functional ways. Conflict is as much about a relationship as
the content of the conflict itself.

Conflict may be marked by disputes, competitions, and/or interpersonal violence. However,
conflict does not need to be adversarial, competitive, and/or violent.

There are several views of conflict. In the traditional view, conflict is always bad and should be
avoided. According to the human relations view, conflict can be helpful if it is harnessed
efficiently. Finally, the interactionist view of conflict notes that conflict can be a challenge or
benefit, depending on its characteristics.

Conflict can occur at different levels: within individuals, between individuals, between groups,
and between organizations. Additionally, we need to consider that conflict within these various
levels can be further impacted by differences in power.

The four types of conflict are: goal conflict, cognitive conflict, affective conflict, and behavioral
conflict.

There are many potential sources of conflict in the workplace including organizational
structure, limited resources, task interdependence, incompatible goals, personality differences,
and communication problems.

When faced with conflict, we have many choices on how to respond. These approaches be
active or passive and constructive or destructive.

Depending on its characteristics, a conflict in the workplace can provide benefits or challenges
to the performance of individuals, groups, and organizations.

Students can benefit from this information now by building their knowledge, mindset, and
skillset surrounding the nature of conflict and how to manage it.
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Knowledge Check

Review your understanding of this chapter's key concepts by taking the interactive
quiz below.

|
8

@ An interactive H5P element has been excluded from this version of the text. You
can view it online here:

https://lecampusontario.pressbooks.pub/conflictmanagement/?p=37#h5p-2

Key Terms

Key terms from this chapter include:

Affective conflict
Behavioral conflict
Coghnitive conflict
Competition

Conflict

Dispute

Goal conflict
Intergroup conflict
Interorganizational conflict
Interpersonal conflict
interpersonal violence
Intrapersonal conflict
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CHAPTER 2: CONFLICT RESOLUTION,
NEGOTIATIONS, AND LABOUR
RELATIONS

Learning Objectives

In this chapter, we will:

Summarize stages in the conflict process.

Recognize characteristics of conflict escalation.

Describe commmon approaches to conflict and explain when to use them.
Explore common strategies for preventing and managing conflict at work.
Define negotiations.

Contrast distributive and integrated approaches to bargaining.

Summarize the steps in the negotiation process.

Demonstrate awareness of the history of labour relations in Canada.

Describe how the collective bargaining agreement impacts negotiation and conflict
management in the workplace.

In this chapter, we will learn about the nature of the conflict process and commmon approaches to
conflict. In addition, we will explore the process of negotiation, third party negotiators, and labour
relations between labour unions and management.
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2.1 The Conflict Process

In this Section:

- The Conflict Process
Conflict Escalation

The Conflict Process

The most commonly accepted model of the conflict process was developed by Kenneth Thomas
(1976). This model, consists of four stages: (1) frustration, (2) conceptualization, (3) behavior, and (4)

outcome.
m . Conceptualization . Behavior . m

Figure 2.1 The Conflict Process: Fanshawe College. Original Image, CC BY-NC-SA 4.0. [Click to enlarge].

Let's review each stage in more detail.

Stage 1. Frustration

As we have seen, conflict situations originate when an individual or group feels frustration in the
pursuit of important goals. This frustration may be caused by a wide variety of factors, including
disagreement over performance goals, failure to get a promotion or pay raise, a fight over scarce
economic resources, new rules or policies, and so forth. In fact, conflict can be traced to frustration
over almost anything a group or individual cares about.
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Stage 2: Conceptualization

In stage 2, the conceptualization stage of the model, parties to the conflict attempt to understand
the nature of the problem, what they themselves want as a resolution, what they think their
opponents want as a resolution, and various strategies they feel each side may employ in resolving
the conflict. This stage is really the problem-solving and strategy phase. For instance, when
management and union negotiate a labor contract, both sides attempt to decide what is most
important and what can be bargained away in exchange for these priority needs.

Stage 3: Behavior

The third stage in Thomas's model is actual behavior. As a result of the conceptualization process,
parties to a conflict attempt to implement their resolution mode by competing or accommodating
in the hope of resolving problems. A major task here is determining how best to proceed
strategically. That is, what tactics will the party use to attempt to resolve the conflict? Thomas has
identified five modes for conflict resolution: (1) competing, (2) collaborating, (3) compromising, (4)
avoiding, and (5) accommodating. We will discuss these modes in further detail below.

Stage 4: Outcome

Finally, as a result of efforts to resolve the conflict, both sides determine the extent to which a
satisfactory resolution or outcome has been achieved. Where one party to the conflict does not feel
satisfied or feels only partially satisfied, the seeds of discontent are sown for a later conflict. One
unresolved conflict episode can easily set the stage for a second episode. Managerial action aimed at
achieving quick and satisfactory resolution is vital; failure to initiate such action leaves the possibility
(more accurately, the probability) that new conflicts will soon emerge.

Conflict Escalation

Many academics and conflict resolution practitioners have observed predictable patterns in the way
conflict escalates. Conflict is often discussed as though it is a separate entity, and in fact it is true that
an escalating dispute may seem to take on a life of its own. Conflict will often escalate beyond reason
unless a conscious effort is made to end it.

Figure 2.2 is called the conflict escalation tornado. It demonstrates how conflict can quickly escalate
out of control. By observing and listening to individuals in dispute, it is often possible to determine
where they are in the escalation process and anticipate what might occur next. In doing so, one can
develop timely and appropriate approaches to halt the process.
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s— Mutual Self-Destruction
) — Hurt Before Being Hurt

— Personalize and Stereotype
— Become Moralistic

— Beliefs Feed Observations

— Group Think

_+ 'Rely on Assumptions

~— Attribute Motives

— Assume Deliberate Actions
— Competition
— Co-operation

Figure 2.2 “Conflict Escalation Tornado,” by the Dispute Resolution Office, Ministry of Justice
(Government of Saskatchewan), redesigned by JVDW Designs, is licensed under CC BY 4.0.
Reproduced from Leadership and Influencing Change In Nursing by Joan Wagner. Color altered
from original. [Click to enlarge].
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Let's Focus: Escalating Conflict Example

The following is an example of an escalating conflict. Most people will recognize their
own actions in the description. A conflict begins. ..

The parties become aware of the conflict but attempt to deal with it sensibly.
Often, they will attribute the problem to “a misunderstanding” and indicate
that “they can work it out.”

The parties begin to slide from cooperation to competition. (“I'll bend but only

if they will first.”) They begin to view the conflict as resulting from deliberate action on the part of
the other. (“They must have known this would happen.”) Positions begin to harden and
defensiveness sets in, which creates adversarial encounters. Parties begin to take actions to
strengthen their positions and look to others for support. (“Don’t you feel this is reasonable?” “Do
you know what that idiot is doing to me?”)

As communication deteriorates, parties rely more on assumptions about the other and attribute
negative motives to them. (“I'll bet they are going to .. .," “Those sorts of people would ... ," “Their
thinking is so muddled, they must ...") Groupthink often takes over as each disputant seeks

n

support from others. (“We have to appear strong and take a united front."”) Parties begin to look
for more evidence of other problems—their beliefs feed their observations.

Parties soon believe that cooperation cannot resolve the problem because of the actions of the
other, and aggressive actions are planned. (“I've tried everything to get them to see reason.” “It's
time to get tough with them.” “I'm going to put a stop to this.")

Parties begin to feel righteous and blame the other for the whole problem. Generalizing and

" ou

stereotyping begin. (“I know what those people are like. ... We can't let them get away with this.”)
Parties begin to be judgemental and moralistic, and believe they are defending what is right. (“It's
the principle of the matter.” “What will people say if we give in to this?")

The conflict becomes more complicated but also more generalized and personalized. Severe
confrontation is anticipated and, in fact, planned for, thus making it inevitable. The parties view
this as acceptable as the other has, in their mind, clearly shown they are lacking in human
qualities. (“He's just a jerk; we'll have to really hit him hard.”)

All parties appears now to believe that the objective of the conflict is to hurt others more than
they are being hurt. (“I'll make you pay even if we both go down over this.”) The dispute is beyond
rational analysis; causing damage to the other, even at your own expense, is the main focus.
(“Whatever it takes ...” “There is no turning back now.” “They won't make a fool out of me.")
Finally, destruction of the other, even if it means self-destruction as well, is the driving force. (“If it

takes everything | have, for the rest of my life ...")
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Consider This: Risk for Workplace Violence

An extreme escalation of conflict might include violence in the workplace. While
violence can occur in any situation, below are some examples of roles and situations
that make violence more likely to occur at work.

Dealing With People

Jobs which involve dealing with other people increase the opportunities for conflict. Some examples
include:

Caring for others either emotionally or physically, such as at a long-term care home
Interacting with frustrated customers, such as with retail sales.

Supervising others, such as being a manager.

Denying requests others make of you, such as with customer service.

Being in High-Risk Situations

Jobs which involve high-risk situations also can increase the probability of violence. Examples of high-
risk situations include:

Dealing with valuables or exchanging money, such as in banking.

Handling weapons, such as in law enforcement or corrections.

Working with drugs, alcohol, or those under the influence of them, such as bartending.
Working nights or weekends, such as gas station attendants.

Sources: Adapted from information in LeBlanc, M. M., & Kelloway, E. K. (2002). Predictors and outcomes
of workplace violence and aggression. Journal of Applied Psychology, 87, 444-453; National Institute for
Occupational Safety and Health. (1997). Violence in the workplace. Retrieved November 12, 2008, from
http://Mww.cdc.gov/niosh/violfs.html; National Institute for Occupational Safety and Health. (2006).
Workplace prevention strategies and research needs. Retrieved November 12, 2008, from
http://www.cdc.gov/niosh/docs/2006-144/.

Strategies for De-escalating Conflict

An appropriate level of risk must be taken by the individuals involved to de-escalate the conflict.
Taking these risks can be scary as it requires people to be vulnerable and express emotions.
Emotional intelligence plays an important role in the de-escalation of conflict. By taking risks to
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de-escalate conflict, whether the result is successful or unsuccessful, we can send a message of
wanting to rebuild trust, respect, and effective communication. Risk taking can also provide an
opportunity to make necessary change by learning and developing new behaviours and capacities
to work effectively as individuals and as work units.

Typically, when conflict is not de-escalated and resolved appropriately, it results in more conflict
in the relationship. The relationship continues in a state of heightened sensitivity to actions, and
assumptions can be formed quickly. Actions that may previously have been viewed as innocent or
acceptable may be perceived as threatening. Every unresolved conflict reduces the time it takes
to get to the top of the tornado because of this heightened sensitivity. The following steps are
suggestions for use at every stage of conflict escalation. The ability to harness fear and be vulnerable
is a critical step for de-escalation.

Table 2.1 Steps to De-Escalate Conflict

Step 1: Self Awareness

- Reflect on your own approach and the approach of others.

- Find people to you trust to discuss potential solutions.

- Think about who may challenge your perspective rather than who would agree with you

Step 2: Raising The Issue

- Decide to raise the issue with the other person(s) when it is important or affects you personally.
- Raise the issue at an appropriate time.

- Commit to a change in your own behaviour(s) that contribute to resolution.

- When raising the issue, use specific examples to limit confusion. Speaking from your perspective will
reduce defensiveness. Use "I" language rather than "you."

Step 3: Follow Up

- Follow up with others and assess if a change has been made.

- Determine if a change is continuing to work.

- If the change is not working, decide what adjustments need to me made.
Step 4: When Change Is Not Implemented

- Raise the issue again if necessary.

- Use further problem solving by focusing on what each person need to create the necessary change and
discuss any available actions.

- While problem solving,. compare the options presented with the necessary outcome (i.e., what is needed).

- If a resolution cannot be reached with others, determine what change(s) you can make that would bring
some resolution to you personally.

Table Source: The Dispute Resolution Office, Ministry of Justice (Government of Saskatchewan),
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designed by JVDW Designs, is licensed under a CC BY 4.0 International License. Reproduced
from Leadership and Influencing Change In Nursing by Joan Wagner.

Adapted Works

“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.

“Identifying and Understanding How to Manage Conflict” in Leadership and Influencing Change in
Nursing by Joan Wagner is licensed under a Creative Commons Attribution 4.0 International
License, except where otherwise noted.
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2.2 Approaches to Conflict

Approaches to Conflict

Every individual or group manages conflict differently. In the 1970s, consultants Kenneth W. Thomas
and Ralph H. Kilmann developed a tool for analyzing the approaches to conflict resolution. This tool
is called the Thomas-Kilmann Conflict Mode Instrument (TKI) (Kilmann Diagnostics, n.d.).

Thomas and Kilmann suggest that in a conflict situation, a person’s behaviour can be assessed on
two factors:

1. Commitment to goals or assertiveness—the extent to which an individual (or a group)
attempts to satisfy his or her own concerns or goals. A person may behaviour in behaviour that
is not assertive or is highly assertive.

2. Commitment to relationships or cooperation—the extent to which an individual (or a group)
attempts to satisfy the concerns of the other party, and the importance of the relationship with
the other party. A person may behave in a may that is uncooperative or highly cooperative.

Thomas and Kilmann use these factors to explain the five different approaches to dealing with
conflict: avoiding, competing, accommodating, compromising, and collaborating. These approaches
are pictured in Figure 2.3 below.
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Assertive . .

Competing Collaborating

Compromising

Assertiveness
(attempting to satisfy
one's own concerns)

Avoiding Accomodating

Unassertive
O O

Uncooperative Cooperative

Cooperativeness
(attempting to satisfy the
other party’s concerns)

Figure 2.3 Approaches to Conflict Resolution. Adapted from Thomas, K. (1976). Conflict and conflict
management, In M. D. Dunnette (Ed.), Handbook of industrial and organizational behavior (p. 900).
Wiley. Reproduced from Rice University & OpenStax, Organizational Behavior, CC BY 4.0. Color
altered from original. [Click to enlarge].

Let's take a closer look at each approach and when to use it.

Avoidance

An avoidance approach to conflict demonstrates a low commitment to both goals and
relationships. This is the most commmon method of dealing with conflict, especially by people who
view conflict negatively.
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Table 2.2 Avoiding

Types of Avoidance Results Appropriate When

The issue is trivial or unimportant, or another

Physical flight The dispute is not resolved. . - .
issue is more pressing
Mental withdrawal Disputes often build up and Potenplal damage outweighs potential
eventually explode. benefits
Low satisfaction results in Timing for dealing with the conflict is
Changing the subject complaining, discontentment, inappropriate (because of overwhelming
and talking back. emotions or lack of information)

Stress spreads to other parties

Blaming or minimizing (e.g., co-workers, family).

Denial that the problem
exists

Postponement to a more
appropriate time (which
may never occur)

Use of emotions (tears,
anger, etc.)

Source: Leadership and Influencing Change In Nursing by Joan Wagner, CC BY 4.0.

People exhibiting the avoidance style seek to avoid conflict altogether by denying that it is there.
They are prone to postponing any decisions in which a conflict may arise. People using this style
may say things such as, “l don't really care if we work this out,” or “I don't think there's any problem.
| feel fine about how things are.” Conflict avoidance may be habitual to some people because of
personality traits such as the need for affiliation. While conflict avoidance may not be a significant
problem if the issue at hand is trivial, it becomes a problem when individuals avoid confronting
important issues because of a dislike for conflict or a perceived inability to handle the other party’s
reactions.

It is important to consider that there are some situations that avoidance may be the most
appropriate course of action. When a situation is minor, it may not be worth the time and effort to
pursue. When a conflict or the potential outcome is serious, avoiding a person/situation may also
be the appropriate course of action. Avoidance is also different than taking a break to gather your
thoughts and calm emotion or find a more appropriate setting to have a conversation. If you take a
break, make sure it's not a strategy to avoid. If possible, try to plan for when to resume the discussion.

Competing

A competing approach to conflict demonstrates a high commitment to goals and a low
commitment to relationships. Individuals who use the competing approach pursue their own goals
at the other party’'s expense. People taking this approach will use whatever power is necessary
to win. It may display as defending a position, interest, or value that you believe to be correct.
Competing approaches are often supported by structures (courts, legislatures, sales quotas, etc.) and
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can be initiated by the actions of one party. Competition may be appropriate or inappropriate (as
defined by the expectations of the relationship).

Table 2.3 Competing

Types of .

Competing Results Appropriate When
ng\i/teiggfsfthorlty, The conflict may escalate or the other party may There are short time frames and
position, withdraw. quick action is vital.

majority

Power of . - . . A

persuasion Reduces the quality and durability of agreement. Dealing with trivial issues.
Pressure Tough decisions require

Assumes no reciprocating power will come from
the other side; people tend to reach for whatever
power they have when threatened.

techniques (e.g.,
threats, force,

leadership (e.g., enforcing
unpopular rules, cost cutting,

intimidation) discipline).
Disguising the Increases the likelihood of future problems
issue between parties.

Tying relationship
issues to Restricts communication and decreases trust.
substantive issues

Source: Leadership and Influencing Change In Nursing by Joan Wagner, CC BY 4.0.

Like avoidance, the competing style of conflict is low in cooperation and may be helpful when issues
are either trivial or serious in nature and require swift decisions. When individuals have legitimate
authority and power to make decisions, it is sometimes necessary that they make a choice without
engaging in a collaborative conflict process. While this style of decision-making can be required in
some situations, it can lead to problems with trust. Misuse of power and coercive behaviours can also
create compliance in the short-term, but these strategies can become a source for future conflict.

Accommodating

Accommodating demonstrates a low commitment to goals and high commitment to relationship.
This approach is the opposite of competing. It occurs when a person ignores or overrides their
own concerns to satisfy the concerns of the other party. An accommodating approach is used to
establish reciprocal adaptations or adjustments. This could be a hopeful outcome for those who take
an accommodating approach, but when the other party does not reciprocate, conflict can result.
Others may view those who use the accommodating approach heavily as “that is the way they are”
and don't need anything in return. Accommmodators typically will not ask for anything in return.
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Table 2.4 Accommodating

Types of

Accommodating Results Appropriate When

Playing down the
conflict to maintain
surface harmony

You are flexible on the outcome, or
when the issue is more important to
the other party.

Builds relationships that will allow you to be
more effective in future problem solving

Increases the chances that the other party
Self-sacrifice may be more accommodating to your
needs in the future

Preserving harmony is more
important than the outcome.

Yielding to the other
point of view

It's necessary to build up good faith

Does not improve communication .
for future problem solving.

You are wrong or in a situation where
competition could damage your
position.

Source: Leadership and Influencing Change In Nursing by Joan Wagner, CC BY 4.0.

People who use this style may fear speaking up for themselves or they may place a higher value
on the relationship, believing that disagreeing with an idea might be hurtful to the other person.
They will say things such as, “Let’s do it your way” or “If it's important to you, | can go along with
it.” Accommodation may be an effective strategy if the issue at hand is more important to others
compared to oneself. Accommodators typically will not ask for anything in return. Accommodators
tend to get resentful when a reciprocal relationship isn't established. Once resentment grows,
people who rely on the accommodating approach often shift to a competing approach because they
are tired of being “used.” This leads to confusion and conflict.

Compromising

A compromising approach strikes a balance between a commitment to goals and a commitment
to relationships. The objective of a compromising approach is a quick solution that will work for both
parties. Usually it involves both parties giving up something and meeting in the middle.
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Table 2.5 Compromising

Types of

Compromising Results

Splitting the Both parties may feel they lost the battle and feel

difference the need to get even next time.

Exchanging No relationship is established although it should
concessions also not cause relationship to deteriorate.
Finding

middle ground Danger of stalemate

Does not explore the issue in any depth

Appropriate When

Time pressures require quick solutions.

Collaboration or competition fails.

Short-term solutions are needed until
more information can be obtained.

Source: Leadership and Influencing Change In Nursing by Joan Wagner, CC BY 4.0.

The compromiser may say things such as, “Perhaps | ought to reconsider my initial position” or
“Maybe we can both agree to give in a little.” In a compromise, each person sacrifices something
valuable to them. Compromising is often used in labour negotiations, as typically there are multiple

issues to resolve in a short period of time.

Collaborating

Collaborating is an approach that demonstrates a high commitment to goals and also a high
commitment to relationships. This approach is used in an attempt to meet concerns of all parties.
Trust and willingness for risk is required for this approach to be effective.

Table 2.6 Collaborating

Type of Collaborating Results
Builds relationships and

Maximizing use of fixed resources improves potential for future
problem solving

Working to increase resources Promotes creative solutions

Listening and communicating to
promote understanding of
interests and values

Learning from each other’s insight

Appropriate When

Parties are commmitted to the process
and adequate time is available.

The issue is too important to
compromise.

New insights can be beneficial in
achieving creative solutions.

There is a desire to work through hard
feelings that have been a deterrent to
problem solving.

There are diverse interests and issues at
play.

Participants can be future focused.

Source: Leadership and Influencing Change In Nursing by Joan Wagner, CC BY 4.0.
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The collaborating style is a strategy to use for achieving the best outcome from conflict—both sides
argue for their position, supporting it with facts and rationale while listening attentively to the other
side. The objective is to find a win—-win solution to the problem in which both parties get what they
want. They'll challenge points but not each other. They'll emphasize problem solving and integration
of each other’s goals. For example, an employee who wants to complete an MBA program may have
a conflict with management when he wants to reduce his work hours. Instead of taking opposing
positions in which the employee defends his need to pursue his career goals while the manager
emphasizes the company’s need for the employee, both parties may review alternatives to find
an integrative solution. In the end, the employee may decide to pursue the degree while taking

online classes, and the company may realize that paying for the employee’s tuition is a worthwhile
investment. This may be a win-win solution to the problem in which no one gives up what is
personally important, and every party gains something from the exchange.

Consider This: Communicating in Conflict

Consider the Other Person’s Conflict Approach

There are times when others may take a conflict approach that is not helpful to the

situation. However, the only person that you can control in a conflict is yourself. It is

important to be flexible and shift your approach according to the situation and the other people with
whom you are working. When someone else is taking an approach that is not beneficial to the
situation, it is critical to understand what needs underlie the decision to take that approach. Here are a
few examples:

Avoiders may need to feel physically and emotionally safe. When dealing with avoiders, try taking
the time to assure them that they are going to be heard and listened to.

Competitors may need to feel that something will be accomplished in order to meet their goals.
When dealing with competitors, say for example, “We will work out a solution; it may take some
time for us to get there.”

Compromisers may need to know that they will get something later. When dealing with
compromisers, say for example, “We will go to this movie tonight, and next week you can pick.”
(Be true to your word.)

Accommodators may need to know that no matter what happens during the conversation, your
relationship will remain intact. When dealing with accommodators, say for example, “This will not
affect our relationship or how we work together.”

Collaborators may need to know what you want before they are comfortable sharing their needs.
When dealing with collaborators, say for example, “I need this, this, and this.... What do you
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need?”

Which Approach to Conflict is Best?

Like much of organizational behavior, there is no one “right way"” to deal with conflict. Much of the
time it will depend on the situation. However, the collaborative style has the potential to be highly
effective in many different situations.

We do know that most individuals have a dominant style that they tend to use most frequently.
Think of your friend who is always looking for a fight or your coworker who always backs down
from a disagreement. Successful individuals are able to match their style to the situation. There
are times when avoiding a conflict can be a great choice. For example, if a driver cuts you off in
traffic, ignoring it and going on with your day is a good alternative to “road rage.” However, if a
colleague keeps claiming ownership of your ideas, it may be time for a conversation. Allowing such
intellectual plagiarism to continue could easily be more destructive to your career than confronting
the individual. Research also shows that when it comes to dealing with conflict, managers prefer
forcing, while their subordinates are more likely to engage in avoiding, accommodating, or
compromising (Howat & London, 1980). It is also likely that individuals will respond similarly to the
person engaging in conflict. For example, if one person is forcing, others are likely to respond with a
forcing tactic as well.

Case Study

See Appendix A: Case Studies

Case Study 1: Handling Roommate Conflicts
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Self-Assessments

See Appendix B: Self-Assessments

What Is Your Approach to Conflict Resolution? Questionnaire
Conflict Analysis/Capability Questionnaire

Adapted Works

“Conflict Management” in Organizational Behaivour by University of Minnesota is licensed under
a Creative Commons Attribution-NonCommercial-ShareAlike 4.0 International License, except
where otherwise noted.

“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.

“Identifying and Understanding How to Manage Conflict” by Dispute Resolution Office, Ministry of
Justice (Government of Saskatchewan) in Leadership and Influencing Change in Nursing by Joan
Wagner is licensed under a Creative Commons Attribution 4.0 International License, except where
otherwise noted.
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2.3 Conflict Resolution Strategies

In this Section:

Common Strategies that Seldom Work
Strategies for Preventing and Reducing Conflict
Nine Reduction Strategies

Common Strategies that Seldom Work

We have discovered that conflict is pervasive throughout organizations and that some conflict can
be good for organizations. People often grow and learn from conflict, as long as the conflict is
not dysfunctional. The challenge is to select a resolution strategy appropriate to the situation and
individuals involved. A review of past management practice in this regard reveals that managers
often make poor strategy choices. At leave five conflict resolution techniques commonly found in
organizations prove to be ineffective fairly consistently (Miles, 1980). Let’s review these strategies and
why they are ineffective.

Nonaction

Perhaps the most common managerial response when conflict emerges is nonaction—doing
nothing and ignoring the problem. This aligns with the avoidance strategy in the Thomas-Kilmann
model discussed in the previous section. It may be felt that if the problem is ignored, it will go away.
Unfortunately, that is not often the case. In fact, ignoring the problem may serve only to increase the
frustration and anger of the parties involved.

Administrative Orbiting

In some cases, managers will acknowledge that a problem exists but then take little serious action.
Instead, they continually report that a problem is “under study” or that “more information is needed.”
Telling a person who is experiencing a serious conflict that “these things take time” hardly relieves
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anyone's anxiety or solves any problems. This ineffective strategy for resolving conflict is aptly
named administrative orbiting.

Due Process Nonaction

A third ineffective approach to resolving conflict is to set up a recognized procedure for redressing
grievances but at the same time to ensure that the procedure is long, complicated, costly, and
perhaps even risky. The due process nonaction strategy is to wear down the dissatisfied employee
while at the same time claiming that resolution procedures are open and available. This technique
has been used repeatedly in conflicts involving race and sex discrimination. When we discuss
conflict policies, one key consideration will be to have clear and timely deadlines for addressing
conflicts.

Secrecy

Oftentimes, managers will attempt to reduce conflict through secrecy. Some feel that by taking
secretive actions, controversial decisions can be carried out with a minimum of resistance. One
argument for pay secrecy (keeping employee salaries secret) is that such a policy makes it more
difficult for employees to feel inequitably treated. Essentially, this is a “what they don't know won't
hurt them” strategy. A major problem of this approach is that it leads to distrust of management.
When managerial credibility is needed for other issues, it may be found lacking.

Character Assassination

The final ineffective resolution technique to be discussed here is character assassination. The
person with a conflict, perhaps a person claiming sex discrimination, is labeled a “troublemaker.”
Attempts are made to discredit the person and distance them from the others in the group. The
implicit strategy here is that if the person can be isolated and stigmatized, they will either be
silenced by negative group pressures or they will leave the organization. In either case, the problem
is “solved.”

Strategies for Preventing and Reducing Conflict

On the more positive side, there are many things managers can do to reduce or actually solve
dysfunctional conflict when it occurs. These fall into two categories: actions directed at conflict
prevention and actions directed at conflict reduction.
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Strategies for Preventing Conflict

We shall start by examining conflict prevention techniques, because preventing conflict is often
easier than reducing it once it begins. These include:

Emphasizing organization-wide goals and effectiveness

Focusing on organization-wide goals and objectives should prevent goal conflict. If larger goals
are emphasized, employees are more likely to see the big picture and work together to achieve
corporate goals.

Providing stable, well-structured tasks.

When work activities are clearly defined, understood, and accepted by employees, conflict
should be less likely to occur. Conflict is most likely to occur when task uncertainty is high;
specifying or structuring jobs minimizes ambiguity.

Facilitating intergroup communication.

Misperception of the abilities, goals, and motivations of others often leads to conflict, so efforts
to increase the dialogue among groups and to share information should help eliminate conflict.
As groups come to know more about one another, suspicions often diminish, and greater
intergroup teamwork becomes possible.

Avoiding win-lose situations

If win-lose situations are avoided, less potential for conflict exists. When resources are scarce,
management can seek some form of resource sharing to achieve organizational effectiveness.
Moreover, rewards can be given for contributions to overall corporate objectives; this will foster
a climate in which groups seek solutions acceptable to all.

Strategies for Reducing Conflict

Where dysfunctional conflict already exists, something must be done, and managers may pursue
one of at least two general approaches: they can try to change employee attitudes, or they can try to
change employee behaviors. If they change behavior, open conflict is often reduced, but groups may
still dislike one another; the conflict simply becomes less visible as the groups are separated from
one another. Changing attitudes, on the other hand, often leads to fundamental changes in the
ways that groups get along. However, it also takes considerably longer to accomplish than behavior
change because it requires a fundamental change in social perceptions.

Nine conflict reduction strategies are shown in Figure 2.4. The techniques should be viewed as a
continuum, ranging from strategies that focus on changing behaviors near the top of the scale to
strategies that focus on changing attitudes near the bottom of the scale.
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Target of
Change Conflict Reduction Strategy

Behavior
1. Physical separation

2. Bureaucratic method
3. Limited interaction
4. Integrators
5. Confrontation and negotiation
6. Third-party consultants
7. Rotation of members
8. Interdependent tasks and superordinate goals
9. Intergroup training
Attitudes

Figure 2.4 Nine conflict reduction strategies. Adapted from concepts in Nielsen, E. H. (1972).
Understanding and managing conflict. In J. Lorsch and P. Lawrence (Eds.,), Managing group and
intergroup relations. Irwin. Reproduced from Rice University & OpenStax, Organizational Behavior,
CC BY 4.0. Color altered from original. [Click to enlarge].

Let's Focus: Reduction Strategies

Nine Conflict Reduction Strategies

1. Physical separation: The quickest and easiest solution to conflict is physical
separation. Separation is useful when conflicting groups are not working on a
joint task or do not need a high degree of interaction. Though this approach
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does not encourage members to change their attitudes, it does provide time to seek a better
accommodation.

2. Use of rules and regulations: Conflict can also be reduced through the increasing specification of
rules, regulations, and procedures. This approach, also known as the bureaucratic method,
imposes solutions on groups from above. Again, however, basic attitudes are not modified.

3. Limiting intergroup interaction: Another approach to reducing conflict is to limit intergroup
interaction to issues involving common goals. Where groups agree on a goal, cooperation
becomes easier.

4. Use of integrators: Integrators are individuals who are assigned a boundary-spanning role
between two groups or departments. To be trusted, integrators must be perceived by both
groups as legitimate and knowledgeable. The integrator often takes the “shuttle diplomacy”
approach, moving from one group to another, identifying areas of agreement, and attempting to
find areas of future cooperation.

5. Confrontation and negotiation: In this approach, competing parties are brought together face-
to-face to discuss their basic areas of disagreement. The hope is that through open discussion
and negotiation, means can be found to work out problems. Contract negotiations between
union and management represent one such example. If a “win-win" solution can be identified
through these negotiations, the chances of an acceptable resolution of the conflict increase.
(More will be said about this in upcoming sections of this chapter.)

6. Third-party consultation: In some cases, it is helpful to bring in outside consultants for third-party
consultation who understand human behavior and can facilitate a resolution. A third-party
consultant not only serves as a go-between but can speak more directly to the issues, because
she is not a member of either group. We will talk more about third party consultants later in this
chapter.

7. Rotation of members: By rotating from one group to another, individuals come to understand
the frames of reference, values, and attitudes of other members; communication is thus
increased. When those rotated are accepted by the receiving groups, change in attitudes as well
as behavior becomes possible. This is clearly a long-term technique, as it takes time to develop
good interpersonal relations and understanding among group members.

8. ldentification of interdependent tasks and superordinate goals: A further strategy for
management is to establish goals that require groups to work together to achieve overall
success—for example, when company survival is threatened. The threat of a shutdown often
causes long-standing opponents to come together to achieve the common objective of keeping
the company going.

9. Use of intergroup training: The final technigue on the continuum is intergroup training. Outside
training experts are retained on a long-term basis to help groups develop relatively permanent
mechanisms for working together. Structured workshops and training programs can help forge
more favorable intergroup attitudes and, as a result, more constructive intergroup behavior.
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“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
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2.4 Negotiation

In this section:

Negotiation Defined

Approaches to Bargaining

Phases of the Negotiation Process
Avoiding Common Mistakes in Negotiation
Third-Party Negotiations

Negotiation Defined

Where two people come in contact with one another, there is a potential for conflict. In this way,
conflict can result in the need for negotiation. Alternatively, the need for negotiation can arise out of
two parties’ willingness to exchange goods and services.

Negotiation is the process by which individuals or groups attempt to realize their goals by
bargaining with another party who has at least some control over goal attainment.

All negotiations share four common characteristics:

The parties involved are somehow interdependent

The parties are each looking to achieve the best possible result in the interaction for themselves
The parties are motivated and capable of influencing one another

The parties believe they can reach an agreement

If these conditions don't exist, neither can a negotiation. The parties have to be
interdependent—whether they are experiencing a conflict at work or want to do business with one
another. Each has an interest in achieving the best possible result. The parties are motivated and
capable of influencing one another, like a union bargaining for better working conditions. A worker
doesn’t have influence over a manufacturer, but a union of workers does, and without that influence
as a factor, both parties won't be motivated to come to the table for discussions. Finally, the parties
need to believe they can reach an agreement; otherwise any negotiation talks will be futile.
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Let's Practice

@ An interactive H5P element has been excluded from this version of the text. You can view it
online here:
https.//fecampusontario.pressbooks.pub/conflictmanagement/?p=68#h5p-3

Approaches to Bargaining

In a negotiation, parties must select an approach to that they believe will assist them in the
attainment of their objectives. In general, two rather distinct approaches to negotiation can be
identified. These are distributive bargaining and integrative bargaining. Let's compare these
strategies.

Distributive Bargaining

In essence, distributive bargaining is “win-lose” or fixed-pie bargaining. That is, the goals of one
party are in fundamental and direct conflict with those of the other party. Negotiators see the
situation as a pie that they have to divide between them. Each tries to get more of the pie and “win.”
Resources are fixed and limited, and each party wants to maximize their share of these resources.
Finally, in most cases, this situation represents a short-term relationship between the two parties. In
fact, such parties may not see each other ever again.

For example, managers may compete over shares of a budget. If marketing gets a 10% increase in
its budget, another department such as the research and development department will need to
decrease its budget by 10% to offset the marketing increase. Focusing on a fixed pie is a common
mistake in negotiation, because this view limits the creative solutions possible. Another example of
this can be seen in the relationship between the buyer and seller of an item. If the buyer gets the
item for less money (that is, they “win”), the seller also gets less (that is, they “lose”).

Under such circumstances, each side will probably adopt a course of action as follows. First, each side
to a dispute will attempt to discover just how far the other side is willing to go to reach an accord.
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This can be done by offering outrageously low (or high) proposals simply to feel out the opponent.
For example, in selling an item, the seller will typically ask a higher price than she actually hopes
to get. The buyer, in turn, typically offers far less than she is willing to pay. These two prices are put
forth to discover the opponent’s resistance price. The resistance price is the point beyond which the
opponent will not go to reach a settlement. Once the resistance point has been estimated, each
party tries to convince the opponent that the offer on the table is the best one the opponent is likely
to receive and that the opponent should accept it. As both sides engage in similar tactics, the winner
is often determined by who has the best strategic and political skills to convince the other party that
this is the best she can get.

Integrative Bargaining

A newer, more creative approach to negotiation is called the integrated approach. In this approach,
both parties look for ways to integrate their goals. That is, they look for ways to expand the pie, so
that each party gets more. This is also called a win—-win approach. The first step of the integrative
approach is to enter the negotiation from a cooperative rather than an adversarial stance. The
second step is all about listening. Listening develops trust as each party learns what the other
wants and everyone involved arrives at a mutual understanding. Then, all parties can explore ways
to achieve the individual goals. The general idea is, “If we put our heads together, we can find a
solution that addresses everybody’'s needs.” Unfortunately, integrative outcomes are not the norm.
A summary of 32 experiments on negotiations found that although they could have resulted in
integrated outcomes, only 20% did so (Thompson & Hrebec, 1996). One key factor related to finding
integrated solutions is the experience of the negotiators who were able to reach them (Thompson,
1990).

One of the classic negotiations approaches consistent with the integrated approach is the book
Getting to Yes (Fisher & Ury, 1981; Fisher et al.,, 2012). This book expound the authors favored method
of conflict resolution, which they term principled negotiation. This method attempts to find an
objective standard, typically based on existing precedents, for reaching an agreement that will
be acceptable to both interested parties. Principled negotiation emphasizes the parties’ enduring
interests, objectively existing resources, and available alternatives, rather than transient positions
that the parties may choose to take during the negotiation. The outcome of a principled negotiation
ultimately depends on the relative attractiveness of each party's so-called BATNA: the “Best
Alternative To a Negotiated Agreement”, which can be taken as a measure of the objective
strength of a party’'s bargaining stance. In general, the party with the more attractive BATNA gets
the better of the deal. If both parties have attractive BATNAs, the best course of action may be not to
reach an agreement at all (Fisher & Ury, 1981; Fisher et al., 2012; Edwards, 2013).
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Figure 2.5 Distributive Bargaining Range. Fanshawe College. Original Image, CC BY-NC-SA 4.0. [Click to
enlarge].

This integrated approach is characterized by the existence of variable resources to be divided, efforts
to maximize joint outcomes, and the desire to establish or maintain a long-term relationship. The
interests of the two parties may be convergent (noncompetitive, such as preventing a trade war
between two countries) or congruent (mutually supportive, as when two countries reach a mutual
defense pact).

Bargaining tactics are quite different from those typically found in distributive bargaining. Here,
both sides must be able and willing to understand the viewpoints of the other party. Otherwise,
they will not know where possible consensus lies. Moreover, the free flow of information is required.
Obviously, some degree of trust is required here too. In discussions, emphasis is placed on identifying
commonalities between the two parties; the differences are played down. And, finally, the search
for a solution focuses on selecting those courses of action that meet the goals and objectives of
both sides. This approach requires considerably more time and energy than distributive bargaining,
yet, under certain circumstances, it has the potential to lead to far more creative and long-lasting
solutions.
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Table 2.7 Two Approaches to Bargaining

Bargaining

Characteristic Distributive Bargaining Integrative Bargaining

Payoff structure giié?dde?jmou nt of resources to be ?j/iavriigé)(lje amount of resources to be
Primary motivation | win, you lose Mutual benefit

Primary interests Opposed to each other Convergent with each other

Focus of relationships Short term Long term

Source: Organizational Behavior, OpenStax, CC BY 4.0.

Distributed or Integrated Approach to Bargaining?

The negotiation process consists of identifying one's desired goals—that is, what you are trying to

get out of the exchange—and then developing suitable strategies aimed at reaching those goals.

A key feature of one’s strategy is knowing one’s relative position in the bargaining process. That

is, depending upon your relative position or strength, you may want to negotiate seriously or you

may want to tell your opponent to “take it or leave it.” The dynamics of bargaining power can be
extrapolated directly from the discussion of power and indicate several conditions affecting this
choice. For example, you may wish to negotiate when you value the exchange, when you value

the relationship, and when commitment to the issue is high. In the opposite situation, you may be

indifferent to serious bargaining.

Table 2.8 When to Negotiate - Bargaining Strategies

Characteristics of the Situation Negotiate
Value of exchange High
Commitment to a decision High

Trust Level High

Time Ample

Power distribution* Low or balanced
Relationship between two parties Important

“Take It or Leave It"
Low

Low

Low

Pressing

High

Unimportant

*Indicates relative power distribution between the two parties; “low” indicates that one has little power in the

situation, whereas “high” indicates that one has considerable power.

Source: Organizational Behavior, OpenStax, CC BY 4.0.
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Phases of Negotiation

In general, negotiation and bargaining are likely to has five stages. They are summarized in Figure
2.5 below. The presence and sequence of these stages are quite common across situations, although
the length or importance of each stage can vary from situation to situation or from one culture
to another (Graham, 1985). Let's examine what commonly occurs in each of these phases of the
negotiation process.

B) Bargaining W)  Closure

Investigation

voursatna WL Presentation

Figure 2.6 The Five Stages of Negotiation. Adapted from Saylor Academy, Human Relations, CC BY-NC-SA 3.0.
Color, style, and alignment altered from original. [Click to enlargel].

Phase 1. Investigation

The first step in negotiation is investigation or information gathering stage. This is a key stage that
is often ignored. Surprisingly, the first place to begin is with yourself: What are your goals for the
negotiation? What do you want to achieve? Once goals and objectives have been clearly established
and the bargaining strategy is set, time is required to develop a suitable plan of action. Planning
for negotiation requires a clear assessment of your own strengths and weaknesses as well as those
of your opponents. Roy Lewicki and Joseph Litterer have suggested a format for preparation for
negotiation (Graham, 1985; Lewicki et al.,, 2016; Baerman, 1986; Graham & Sano, 1989).

Phase 2: Determine Your BATNA

One important part of the investigation and planning phase is to determine your BATNA. Thinking
through your BATNA is important to helping you decide whether to accept an offer you receive
during the negotiation. You need to know what your alternatives are. If you have various alternatives,
you can look at the proposed deal more critically. Could you get a better outcome than the proposed
deal? Your BATNA will help you reject an unfavorable deal. On the other hand, if the deal is better
than another outcome you could get (that is, better than your BATNA), then you should accept it.
Think about it in common sense terms: When you know your opponent is desperate for a deal, you
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can demand much more. If it looks like they have a lot of other options outside the negotiation,
you'll be more likely to make concessions. The party with the best BATNA has the best negotiating
position, so try to improve your BATNA whenever possible by exploring possible alternatives (Pinkley,
1995).

Let's Focus: BATNA Best Practices

Here are some best practices for generating your BATNA:

Brainstorm a list of alternatives that you might conceivably take if the
negotiation doesn't lead to a favorable outcome for you.
Improve on some of the more promising ideas and convert them into

actionable alternatives.

Identify the most beneficial alternative to be kept in reserve as a fall-back
during the negotiation.

Remember that your BATNA may evolve over time, so keep revising it to make sure it is still
accurate.

Don’t reveal your BATNA to the other party. If your BATNA turns out to be worse than what the
other party expected, their offer may go down.

Sources: Adapted from information in Spangler (2003), Conflict Research Consortium, University of
Colorado. (1998) and Venter (2003).

Phase 4: Presentation

Before the presentation of information, the parties come together and focus on getting to know
and become comfortable with each other. At this stage, they do not focus directly on the task or
issue of the negotiation. This is called non-task time. In Canadian culture, this stage is often filled
with small talk. However, it is usually not very long and is not seen as important as other stages. As
such, many Canadian textbooks (including this one) do not even include non-task time as a discrete
phase in the negotiation process. North Americans use phrases such as “Let’s get down to business,”
“I know you're busy, so let's get right to it,”. However, in other cultures, the non-task stage is often
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longer and of more importance because it is during this stage the relationship is established. It is the
relationship more than the contract that determines the extent to which each party can trust the
other to fulfill its obligations.

At the start of the presentation stage, parties also work together to define the ground rules and
procedures for the negotiation. This is the time when you and the other party will come to
agreement on questions like

Who will do the negotiating—will we do it personally or invite a third party

Where will the negotiation take place?

Will there be time constraints placed on this negotiation process?

Will there be any limits to the negotiation?

If an agreement can't be reached, will there be any specific process to handle that?

Finally, in the presentation phase, parties present the information that they have gathered in a
way that supports their position. Once initial positions have been exchanged, the clarification and
justification stage can begin. The parties can explain, clarify, bolster and justify their original position
or demands. This is an opportunity to educate the other side on your position, and gain further
understanding about the other party and how they feel about their side. You might each take
the opportunity to explain how you arrived at your current position, and include any supporting
documentation. Each party might take this opportunity to review the strategy they planned for the
negotiation to determine if it's still an appropriate approach.

This doesn’'t need to be—and should not be—confrontational, though in some negotiations that's
hard to avoid. But if tempers are high moving into this portion of the negotiation process, then those
emotions will start to come to a head here. It's important for you to manage those emotions so
serious bargaining can begin.

Phase 5: Bargaining

During the bargaining phase, each party discusses their goals and seeks to get an agreement.

At the heart of the bargaining phase are efforts to influence and persuade the other side. Generally,
these efforts are designed to get the other party to reduce its demands or desires and to increase
its acceptance of your demands or desires. There are a wide variety of influence tactics, including
promises, threats, questions, and so on. The use of these tactics as well as their effectiveness is a
function of several factors. First, the perceived or real power of one party relative to another is an
important factor. For example, if one party is the only available supplier of a critical component, then
threatening to go to a new supplier of that component unless the price is reduced is unlikely to be an
effective influence tactic. Second, the effectiveness of a particular influence tactic is also a function of
accepted industry and cultural norms. For example, if threats are an unacceptable form of influence,
then their use could lead to consequences opposite from what is desired by the initiator of such
tactics.

2.4 Negotiation | 58



A natural part of this process is making concessions, namely, giving up one thing to get something
else in return. Making a concession is not a sign of weakness—parties expect to give up some of their
goals. Rather, concessions demonstrate cooperativeness and help move the negotiation toward
its conclusion. Making concessions is particularly important in tense union-management disputes,
which can get bogged down by old issues. Making a concession shows forward movement and
process, and it allays concerns about rigidity or closed-mindedness. What would a typical concession
be? Concessions are often in the areas of money, time, resources, responsibilities, or autonomy.
When negotiating for the purchase of products, for example, you might agree to pay a higher price
in exchange for getting the products sooner. Alternatively, you could ask to pay a lower price in

exchange for giving the manufacturer more time or flexibility in when they deliver the product.

Consider This: Bargaining and Questions

Bargaining and the Importance of Asking Questions

One key to the bargaining phase is to ask questions. Don't simply take a statement
such as “we can't do that” at face value. Rather, try to find out why the party has that
constraint. Let's take a look at an example.

Say that you're a retailer and you want to buy patio furniture from a manufacturer. You want to have
the sets in time for spring sales. During the negotiations, your goal is to get the lowest price with the
earliest delivery date. The manufacturer, of course, wants to get the highest price with the longest lead
time before delivery. As negotiations stall, you evaluate your options to decide what's more important: a
slightly lower price or a slightly longer delivery date? You do a quick calculation. The manufacturer has
offered to deliver the products by April 30, but you know that some of your customers make their patio
furniture selection early in the spring, and missing those early sales could cost you $1 million. So, you
suggest that you can accept the April 30 delivery date if the manufacturer will agree to drop the price
by $1 million.

“| appreciate the offer,” the manufacturer replies, “but | can't accommmodate such a large price cut.”
Instead of leaving it at that, you ask, “I'm surprised that a 2-month delivery would be so costly to you.
Tell me more about your manufacturing process so that | can understand why you can't manufacture
the products in that time frame.”

“Manufacturing the products in that time frame is not the problem,” the manufacturer replies, “but
getting them shipped from Asia is what's expensive for us.”

When you hear that, a light bulb goes off. You know that your firm has favorable contracts with
shipping companies because of the high volume of business the firm gives them. You make the
following counteroffer: “Why don’t we agree that my company will arrange and pay for the shipper, and
you agree to have the products ready to ship on March 30 for $10.5 million instead of $11 million?” The
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manufacturer accepts the offer—the biggest expense and constraint (the shipping) has been lifted.
You, in turn, have saved money as well.

Source: Adapted from Malhotra & Bazerman (2007).

Phase 6: Closure

The final stage of any negotiation is the closing. The closing may result in an acceptable agreement
between the parties involved or it may result in failure to reach an agreement. Most negotiators
assume that if their best offer has been rejected, there's nothing left to do. You made your best
offer and that's the best you can do. The savviest of negotiators, however, see the rejection as an
opportunity to learn. “What would it have taken for us to reach an agreement?” Sometimes at the
end of negotiations, it's clear why a deal was not reached. But if you're confused about why a deal
did not happen, consider making a follow-up call. Even though you may not win the deal back in the
end, you might learn something that's useful for future negotiations. What's more, the other party
may be more willing to disclose the information if they don't think you're in a “selling” mode.

The symbols that represent the close of a negotiation vary across cultures. For example, in Canada, a
signed contract is often the symbol of a closed negotiation. At that point, “a deal is a deal” and failure

to abide by the contents of the document is considered a breach of contract.

Consider This: Negotiation Tips

Tips for Negotiation Success

Focus on agreement first. If you reach an impasse during negotiations,
sometimes the best recourse is to agree that you disagree on those topics and
then focus only on the ones that you can reach an agreement on. Summarize
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what you've agreed on, so that everyone feels like they're agreeing, and leave out the points you
don't agree on. Then take up those issues again in a different context, such as over dinner or
coffee. Dealing with those issues separately may help the negotiation process.

Be patient. If you don't have a deadline by which an agreement needs to be reached, use that
flexibility to your advantage. The other party may be forced by circumstances to agree to your
terms, so if you can be patient you may be able to get the best deal.

Whose reality? During negotiations, each side is presenting their case—their version of reality.
Whose version of reality will prevail? Negotiation brings the relevant facts to the forefront and
argues their merit.

Deadlines. Research shows that negotiators are more likely to strike a deal by making more
concessions and thinking more creatively as deadlines loom than at any other time in the
negotiation process.

Be comfortable with silence. After you have made an offer, allow the other party to respond.
Many people become uncomfortable with silence and feel they need to say something. Wait and
listen instead.

Source: Adapted from information in Stuhlmacher et al. (1998).

Avoiding Common Mistakes in
Negotiations

Below are several common mistakes that occur during the negotiation process
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Winner's Curse or Failing to
Negotiate

Winner's curse is said to occur when a negotiator makes a high offer quickly and it's accepted just
as quickly, making the negotiator feel as though they have been cheated. Lack of information and
expertise are chief among the issues that cause this mistake.

Some people are taught to feel that negotiation is a conflict situation, and these individuals may
tend to avoid negotiations to avoid conflict. Research shows that this negotiation avoidance is
especially prevalent among women. For example, one study looked at students from Carnegie-
Mellon who were getting their first job after earning a master’s degree. The study found that only
7% of the women negotiated their offer, while men negotiated 57% of the time (CNN, 2003). The
result had profound consequences. Researchers calculate that people who routinely negotiate salary
increases will earn over $1 million more by retirement than people who accept an initial offer every
time without asking for more (Babcock & Lascheve, 2003). The good news is that it appears that
it is possible to increase negotiation efforts and confidence by training people to use effective
negotiation skills (Stevens et al., 1993).

It is important to note that women and men don't necessarily negotiate differently; studies show
that men negotiate slightly better outcomes than women do in the same situations, but the
difference is often nominal. Many studies suggest that failing to negotiate may not explain gender
differences in negotiation and that assertive behaviour on the part of female negotiators may
result in backlash (Dannals et al,, 2021). This is consistent with other research that women are more
successful in negotiations when they are representing others rather than themselves (Shonk, 2022).
Thus, gender differences in negotiation behaviour are an important area of continued investigation,
but it is important to recognize that negotiations are only part of the explanation as to why there is
a continued pay gap between women and men in Canada (To explore other factors see, for example,
Moyer, 2019).

Letting Ego Get in the Way

When an negotiator is overconfident, they may put too much belief in their ability to be correct.
This may lead to high anchors for their initial offers and adjustments. Irrational escalation of
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commitment occurs when the negotiator continues a course of action long after it's been proven to
be the wrong choice. Ego, distorted self-perception, and a need to “win” has lost many negotiators a
fair deal.

Thinking only about yourself is another common mistake. People from societies like Canada that
value individualism often tend to fall into a self-serving bias in which they over-inflate their own
worth and discount the worth of others. This can be a disadvantage during negotiations. Instead,
think about why the other person would want to accept the deal. People aren't likely to accept a
deal that doesn't offer any benefit to them. Help them meet their own goals while you achieve yours.
Integrative outcomes depend on having good listening skills, and if you are thinking only about
your own needs, you may miss out on important opportunities. Remember that a good business
relationship can only be created and maintained if both parties get a fair deal. This “softer” strategy
of appealing to the greater good is often used by women to assert their needs while conforming to
societal gender norms (Shonk, 2022).

Having Unrealistic Expectations

Susan Podziba, a professor of mediation at Harvard and MIT, plays broker for some of the toughest
negotiations around, from public policy to marital disputes. She takes an integrative approach in the
negotiations, identifying goals that are large enough to encompass both sides. As she puts it, “We
are never going to be able to sit at a table with the goal of creating peace and harmony between
fishermen and conservationists. But we can establish goals big enough to include the key interests
of each party and resolve the specific impasse we are currently facing. Setting reasonable goals at
the outset that address each party’'s concerns will decrease the tension in the room, and will improve
the chances of reaching an agreement.” Those who set unreasonable expectations are more likely to
fail.

Getting Overly Emotional

Negotiations, by their very nature, are emotional. The findings regarding the outcomes of expressing
anger during negotiations are mixed. Some researchers have found that those who express anger
negotiate worse deals than those who do not and that during online negotiations, those parties who
encountered anger were more likely to compete than those who did not (Kopelman et al., 2006;
Friedman et al., 2004). In a study of online negotiations, words such as despise, disgusted, furious,
and hate were related to a reduced chance of reaching an agreement (Brett et al., 2007). However,
this finding may depend on individual personalities.

Research has also shown that those with more power may be more effective when displaying anger.
The weaker party may perceive the anger as potentially signaling that the deal is falling apart
and may concede items to help move things along (Van Kleef & Cote, 2007). This holds for online
negotiations as well. In a study of 355 eBay disputes in which mediation was requested by one or
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both of the parties, similar results were found. Overall, anger hurts the mediation process unless
one of the parties was perceived as much more powerful than the other party, in which case anger
hastened a deal (Friedman et al., 2004). Another aspect of getting overly emotional is forgetting that
facial expressions are universal across cultures, and when your words and facial expressions don't
match, you are less likely to be trusted (Hill, 2007; Holloway, 2007).

Letting Past Negative Outcomes Affect the Present Ones

Research shows that negotiators who had previously experienced ineffective negotiations were
more likely to have failed negotiations in the future. Those who were unable to negotiate some
type of deal in previous negotiation situations tended to have lower outcomes than those who had
successfully negotiated deals in the past (O'Connor et al., 2005). The key to remember is that there
is a tendency to let the past repeat itself. Being aware of this tendency allows you to overcome it. Be
vigilant to examine the issues at hand and not to be overly swayed by past experiences, especially
while you are starting out as a negotiator and have limited experiences.

Mythical Fixed Pie

Taking a distributive approach to bargaining can lead to failure when the negotiator assumes that
what's good for the other side is bad for their side. Competitiveness can get in the way of coming up
with a creative solution that benefits all parties.

Third-Party Negotiations

For every negotiation that goes well, there is one that is not successful. In the last section, we talked
about some of the ways a negotiation can go wrong. At this point, a third party negotiator may
be brought in to help parties find an agreement. There are four basic third-party negotiator roles:
consultant, conciliator, mediator, and arbitrator. Each of these third-party negotiator roles provides
a specific service for the parties who have employed them. Let’s take a look at each role and how it
functions.

Consultants

A consultant is a third-party negotiator who is skilled in conflict management and can add their
knowledge and skill to the mix to help the negotiating parties arrive at a conclusion. A consultant
will help parties learn to understand and work with each other, so this approach has a longer-term
focus to build bridges between the conflicting parties.
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A real estate agent is an excellent example of a third-party negotiator who is considered a
consultant. People who are looking to buy a house might not understand the ins and outs of money
deposit, title insurance and document fees. A real estate agent will not only explain all of that, but
prepare the purchase agreement and make the offer on behalf of their client.

Conciliators

A conciliator is a trusted third party who provides communication between the negotiating parties.
This approach is used frequently in international, labour, family and community disputes.
Conciliators often engage in fact finding, interpreting messages, and persuading parties to develop
an agreement. Very often conciliators act only as a communication conduit between the parties and
don't actually perform any specific negotiation duties.

Mediators

A mediator is a neutral, third party who helps facilitate a negotiated solution. The mediator may use
reasoning and persuasion, or may suggest alternatives. Parties using a mediator must be motivated
to settle the issue, or mediation will not work. Mediation differs from arbitration in that there is not a
guaranteed settlement.

Mediators are most commonly found as third-party negotiators for labour disputes. If a labour union
and a company come together to discuss contract terms, a mediator may be employed to assist in
ironing out all the issues that need extra attention—Ilike vacation days and percentage of raise.

One of the advantages of mediation is that the mediator helps the parties design their own
solutions, including resolving issues that are important to both parties, not just the ones under
specific dispute. Interestingly, sometimes mediation solves a conflict even if no resolution is reached.
Here's a quote from Avis Ridley-Thomas, the founder and administrator of the Los Angeles City
Attorney’s Dispute Resolution Program, who explains, “Even if there is no agreement reached in
mediation, people are happy that they engaged in the process. It often opens up the possibility for
resolution in ways that people had not anticipated” (Layne, 1999). An independent survey showed 96
percent of all respondents and 91 percent of all charging parties who used mediation would use it
again if offered (Layne, 1999).

You Know It's Time for a Mediator When...

The parties are unable to find a solution themselves.
Personal differences are standing in the way of a successful solution.
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The parties have stopped talking with one another.
Obtaining a quick resolution is important.

Source: Adapted from information in Crawley (1994).

Arbitrators

In contrast to mediation, in which parties work with the mediator to arrive at a solution, in arbitration
the parties submit the dispute to the third-party arbitrator. It is the arbitrator who makes the final
decision. The arbitrator is a neutral third party, but the decision made by the arbitrator is final (the
decision is called the “award”). Awards are made in writing and are binding to the parties involved
in the case (American Arbitration Association, 2007). It is common to see mediation followed by
arbitration. Arbitration can be voluntary or forced on the parties of a negotiation by law or contract.
The arbitrator’s power varies according to the rules set by the negotiators. The arbitrator might be
limited to choosing one of the party’'s offers and enforcing it, or they may be able to freely suggest
other solutions. Arbitration is often used in union-management grievance conflicts.

Case Study

See Appendix A: Case Studies

Case Study 2: Salary Negotiation at College Corp

Adapted Works

“Conflict and Negotiations” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.

“Conflicts and Negotiations” in Organizational Behavior by University of Minnesota is licensed under
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a Creative Commons Attribution-NonCommercial-ShareAlike 4.0 International License, except
where otherwise noted.

“Negotiations” in Human Relations by Saylor Academy is licensed under a Creative Commons
Attribution-NonCommercial-ShareAlike 3.0 License without attribution as requested by the work’s
original creator or licensor.

“Conflict and Negotiation” in Organizational Behaviour by Lumen Learning is licensed under a
Creative Commons Attribution 4.0 International License, except where otherwise noted.
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2.5 Labour Relations

In this section:

Unions in Canada: A Brief History
Union Structure

Legislation and Unionization
Collective Bargaining

The Grievance Process

Unions in Canada: A Brief History

At some time in your career in Canada, you may encounter labour relations/negotiations in a
unionized work environment. According to Statistics Canada (2022), 30.9% of employees in the
Canadian workforce are unionized employees. Rates of unionized workplaces vary by industry and
also by geographical region (StatCan, 2021). The purpose of this section is to give students some
background about unions and negotiations within a unionized work environment.

A labour union, or union, is defined as workers banding together to meet common goals, such as
better pay, benefits, or promotion rules.

Let's discuss some basic information about unions before we discuss the unionization process.

Trade unions were developed in Europe during the Industrial Revolution, when employees had little
skill and thus the entirety of power was shifted to the employer. When this power shifted, many
employees were treated unfairly and underpaid. In the United States, unionization increased with
the building of railroads in the late 1860s. Wages in the railroad industry were low and the threat of
injury or death was high, as was the case in many manufacturing facilities with little or no safety laws
and regulations in place. As a result, the Bortherhood of Locomotive Engineers and several other
brotherhoods (focused on specific tasks only, such as conductors and brakemen) were formed to
protect workers' rights, although many workers were fired because of their membership.

Craft unions first arose in Canada in the 1820s; these are made up of a specific trade or skilled
workers (e.g. printers, shoemakers, masons, bakers and tailors). The first union action in Canada
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occurred when the Toronto Typographical Union went out on strike in 1872 when its demands for
standardized shorter working days were ignored. The rapid industrialization associated with the first
World War, led to a rapid growth of the labour movement in the country. The failure and violence
of the Winnipeg General Strike (1919) combined with the Depression of the 1930s hurt Canadian
unionization until World War Il. The post-war era saw union membership soar to 4 million members
in the 1990's. Part of this growth is related to the unionization of government employees that grew
rapidly from 1965 to the present. Today, Canada has a relatively high unionization rate.

To read more about the history of unions in Canada, you may wish to read Craft and Industrial
Unions.

Union Structure

Unions have a pyramidal structure much like that of large corporations. At the bottom are locals
that serve workers in a particular geographical area. Certain members are designated as stewards
to serve as go-betweens in disputes between workers and supervisors. Locals are usually organized
into national or regional unions that assist with local contract negotiations, organize new locals, help
negotiate contracts, and lobby government bodies on issues of importance to organized labour. In
turn, national or regional unions may be linked by a labour federation which provides assistance to
member unions and serves as a principal political organ for organized labour. Here are the basic
units that compose unions:

Local represents workers in their own workplace or town (e.g., Quebec Crane Operator, Local
791G)

Parent union decides on union policy for all locals across the province, country or world (e.g.,
CSN, FTQ)

National unions represent union members across the country (e.g., PSA, Unifor).
International unions represent union members in more than one country

(e.g., UAW, Teamsters).

Central labour organizations do not negotiate union contracts but lobby government to pass
laws favourable to unions (e.g., Canadian Labour Congress).

Working with Labour Unions as Management

First and foremost, when working with labour unions, a clear understanding of the contract is
imperative for all managers. The contract (also called the collective bargaining agreement) is the
guiding document for all decisions relating to employees. All human resources (HR) professionals
and managers should have intimate knowledge of the document and be aware of the components
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of the contract that can affect dealings with employees. The agreement outlines all requirements of
managers and usually outlines how discipline, promotion, and transfers will work.

Because as managers we will be working with members of the union on a daily basis, a positive
relationship can not only assist the day-to-day operations but also create an easier bargaining
process. Solicitation of input from the union before decisions are made can be one step to creating
this positive relationship. Transparent communication is another way to achieve this goal.

Legislation and Unionization

The path to unionization and the process of maintaining a union is heavily regulated. These
regulations can greatly vary from one legislation to another. In Canada, the system of collective
bargaining is embodied in federal and provincial labour relations acts and labour codes. Canadian
workers have the right to join trade unions, which may be certified to collectively bargain conditions
of employment with their employers on their behalf. The Federal Public Service Labour Relations
Act (PSLRA) is the law that regulates the collective bargaining and grievance adjudication systems
in the federal public service. Provincial legislation, such as the Labour Relations Code in British
Columbia, the Labour Act of Prince Edward Island, and the Quebec Labour Code, regulate various
aspects of labour relations for most workplaces.

The creation of a union follows has to follow a fairly strict process which is outlined in the table below.

The Unionization Process

Table 2.9 The Unionization Process

Union and employees As a result of employee dissatisfaction, union and employees make contact
make contact and discuss possibility of joining forces.

Initial Organization Initial meeting with union is scheduled to gather employee support.

Meeting

Formation of organizing Local union leadership is identified. Its objectives is to organize a campaign to
committee obtain the signature of a majority of workers willing to join the union.
Application to Labour Once a majority of these signatures are gathered, the workers can apply for
Relations Board official recognition to the Labour Relation Board.

Certificate is issues by the After checking the process and the signatures, the Board certifies the union.

Board

Election of bargaining After having been certified, the first step for the newly formed union is to elect
committee and contract a bargaining team that will be tasked with negotiating a contract with the
negotiation employer.

Source: Human Resources Management — Canadian Edition
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It is advisable for HR and management to be educated on what can legally and illegally be said
during this process. It is illegal to threaten or intimidate employees if they are discussing a union.
Employers cannot threaten job, pay, or benefits loss as a result of forming a union.

Threaten layoff, loss
of job, benefits or
salary because of

unionization

Threaten with Threaten to
discharge or terminate because
punishment of unionization

Threaten to shut Prevention of Question about union
down business member solicitation matters, such as
because of during nonworking how employee
unionization hours will vote in election

Figure 2.7 Things That Shouldn’t Be Said to Employees during a Unionization Process. Image: Saylor
Academy. Human Relations, CC BY-NC-SA 3.0. Color altered from original. [Click to enlarge]

Collective Bargaining

When employees of an organization vote to unionize, the process for collective bargaining begins.
Collective bargaining is the process of negotiations between the company and representatives of
the union. The goal is for management and the union to reach a contract agreement, which is put
into place for a specified period of time. Once this time is up, a new contract is negotiated. In this
section, we will discuss the components of the collective bargaining agreement.

In any bargaining agreement, certain management rights are not negotiable, including the right
to manage and operate the business, hire, promote, or discharge employees. However, in the
negotiated agreement there may be a process outlined by the union for how these processes should
work. Management rights also include the ability of the organization to direct the work of the
employees and to establish operational policies.

Another important point in the collective bargaining process is the aspect of union security.
Obviously, it is in the union’s best interest to collect dues fromm members and recruit as many new
members as possible. In the contract, a checkoff provision may be negotiated. This provision occurs
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when the employer, on behalf of the union, automatically deducts dues from union members’
paychecks. This ensures that a steady stream of dues is paid to the union.

In a collective bargaining process, both parties are legally bound to bargain in good faith. This means
they have a mutual obligation to participate actively in the deliberations and indicate a desire to
find a basis for agreement. There are three main classification of bargaining topics: mandatory,
permissive, and illegal. Wages, health and safety, management rights, work conditions, and benefits
fall into the mandatory topics category. Permissive topics are those that are not required but may
be brought up during the process. An example might include the requirement of drug testing for
candidates or the required tools that must be provided to the employee to perform the job, such
as a cellular phone or computer. It is important to note that while management is not required
by labour laws to bargain on these issues, refusing to do so could affect employee morale. We can
also classify bargaining issues as illegal topics, which obviously cannot be discussed. These types of
illegal issues may be of a discriminatory nature or anything that would be considered illegal outside
the agreement.

Some examples of bargaining topics include:

Pay rate and structure
Health benefits

Incentive programs

Job classification
Performance assessment procedure
Vacation time and sick leave
Health plans

Layoff procedures

Seniority

Training process

Severance pay

Tools provided to employees
Process for new applicants

The Collective Bargaining Process

The collective bargaining process has five main steps; we will discuss each of these steps in turn.
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Preparation Proposals Details settled,
objectives choosing Timelines for presented, contract written
negotiation team negotiations set discussed, new and voted on

meetings take by union

Each party presents
proposals

anticipation of ground rules
union demands place membership

Figure 2.8 Steps in Collective Bargaining. Image: Saylor Academy. Human Relations, CC BY-NC-SA 3.0. Color
altered from original. [Click to enlarge]

Steps in Collective Bargaining

The first step is the preparation of both parties. The negotiation team should consist of individuals
with knowledge of the organization and the skills to be an effective negotiator. An understanding
of the working conditions and dissatisfaction with working conditions is an important part of this
preparation step. Establishing objectives for the negotiation and reviewing the old contract are key
components to this step. Both sides should also prepare and anticipate demands, to better prepare
for compromises.

The second step of the process involves both parties agreeing on how the timelines will be set for
the negotiations. In addition, setting ground rules for how the negotiation will occur is an important
step, as it lays the foundation for the work to come.

In the third step, each party comes to the table with proposals. It will likely involve initial opening
statements and options that exist to resolve any situations that exist. The key to a successful proposal
is to come to the table with a “let's make this work” attitude. An initial discussion is had and then
each party generally goes back to determine which requests it can honor and which it can't. At this
point, another meeting is generally set up to continue further discussion.

Once the group comes to an agreement or settlement (which may take many months and
proposals), a new contract is written and the union members vote on whether to accept the
agreement. If the union doesn’t agree, then the process begins all over again.
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Ramifications of a Bargaining
ImMmpasse

When the two parties are unable to reach consensus on the collective bargaining agreement, this
is called a bargaining impasse. Various kinds of strikes are used to show the displeasure of workers
regarding a bargaining impasse. An economic strike is a strike stemming from unhappiness about
the economic conditions during contract negotiations. An unfair labour practices strike can happen
during negotiations. The goal of an unfair labour practice strike is to get the organization to cease
committing what the union believes to be an unfair labour practice. A bargaining impasse could
mean the union goes on strike or a lockout occurs. The goal of a lockout, which prevents workers
from working, is to put pressure on the union to accept the contract. A lockout can only be legally
conducted when the existing collective bargaining agreement has expired and there is truly an
impasse in contract negotiations.

Similarly, the goal of a strike is to put pressure on the organization to accept the proposed contract.
Some organizations will impose a lockout if workers engage in slowdowns, an intentional reduction
in productivity. Some unions will engage in a slowdown instead of a strike, because the workers still
earn pay, while in a strike they do not. A sick-out is when members of a union call in sick, which may
be illegal since they are using allotted time, while a walk-out is an unannounced refusal to perform
work. However, this type of tactic may be illegal if the conduct is irresponsible or indefensible,
according to a judge. Jurisdictional strikes are used to put pressure on an employer to assign work
to members of one union versus another (if there are two unions within the same organization) or to
put pressure on Mmanagement to recognize one union representation when it currently recognizes
another. The goal of a sick-out strike is to show the organization how unproductive the company
would be if the workers did go on strike. Sympathy strikes are work stoppages by other unions
designed to show support for the union on strike. While they are not illegal, they may violate the
terms of the collective bargaining agreement.

The Grievance Process

A violation of the contract terms or perception of violation normally results in a grievance. A
grievance procedure or process is normally created within the collective bargaining agreement.
The grievance procedure outlines the process by which grievances over contract violations will be

75 | 2.5 Labour Relations



handled. As you have probably already identified, the grievance procedure is a formalized conflict.
Learning how to handle this type of conflict takes self-management skills—or the ability to avoid
taking things personally—and relationship management skills.

Most grievances fall within one of four categories. There are individual or personal grievances, in
which one member of the union feels he or she has been mistreated. A group grievance occurs
if several union members have been mistreated in the same way. A principle grievance deals with
basic contract issues surrounding seniority or pay, for example. If an employee or group is not willing
to formally file a grievance, the union may file a union or policy grievance on behalf of that individual
or group.

The important things to remember about a grievance are that it should not be taken personally and,
if used correctly, can be a fair, clear process to solving problems within the organization.

Procedures for Grievances

The grievance procedure is specific to each contract, so we will discuss the process in generalities.
A grievance is normally initiated by an employee and then handled by union representatives. Most
contracts specify how the grievance is to be initiated, the steps to complete the procedure, and
identification of representatives from both sides who will hear the grievance. Normally, the human
relations department is involved in most steps of this process. The basic process is shown in Figure
2.9.

Manager and employee discuss
grievance, possibly with a

An arbitrator may be brought

The grievance is brought in to make the final decision

to national union.

union representative. on the grievance.

Union decides whether to
escalate grievance, and if they
decide to escalate:

Express grievance in writing
to management.

HR, management, . Management expresses
and union discuss. decision in writing.

Figure 2.9 Steps in Collective Bargaining. Image: Saylor Academy. Human Relations, CC BY-NC-SA
3.0. Color altered from original. [Click to enlarge]
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Conflict in these situations can result in major issues on both sides, such as grievances and strikes.
Employing effective commmunication skills can reduce conflict and raise productivity in a union
environment. The first step is normally an informal conversation with the manager, employee,
and possibly a union representative. Many grievances never go further than this step, because
often the complaint is a result of a misunderstanding. If the complaint is unresolved at this point,
the union will normally initiate the grievance process by formally expressing it in writing. At this
time, HR and management may discuss the grievance with a union representative. If the result is
unsatisfactory to both parties, the complaint may be brought to the company’s union grievance
committee. This can be in the form of an informal meeting or a more formal hearing.After discussion,
management will then submit a formalized response to the grievance. It may decide to remedy the
grievance or may outline why the complaint does not violate the contract. At this point, the process
is escalated.Further discussion will likely occur, and if management and the union cannot come to
an agreement, the dispute will normally be brought to a national union officer, who will work with
management to try and resolve the issue. A mediator may be called in, who acts as an impartial third
party and tries to resolve the issue.

If no resolution develops, an arbitrator might be asked to review the evidence and make a binding
decision in the situation. Thus, arbitration is the final aspect of a grievance.

Some examples of grievances might include the following:

One employee was promoted over another, even though he had seniority.

An employee doesn’t have the tools needed to perform his or her job, as outlined in the
contract.

An employee was terminated, although the termination violated the rules of the contract.
An employee was improperly trained on chemical handling in a department.

Adapted Works

“Working with Labor Unions” in Human Relations by Saylor Academy is licensed under a Creative
Commons Attribution-NonCommercial-ShareAlike 3.0 Unported License without attribution as
requested by the work’s original creator or licensor.

“Unionization Process” in Human Resources Management — Canadian Edition by Stéphane Brutus
and Nora Baronian is licensed under a Creative Commons Attribution-NonCommercial-ShareAlike
4.0 International License, except where otherwise noted.
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2.6 Key Takeaways, Knowledge Check
and Key Terms

Key Takeaways

In this chapter, we learned that:

The conflict process consists of four stages: frustration, conceptualization,
behaviour, and outcomes.
Conflict can often escalate in similar patterns. Using self-awareness and

communication, it is possible to de-escalate tense situations.

The Thomas and Kilmann model identifies five approaches to conflict based
on commitment to goals and relationships. Each of these approaches to conflict can be in/
appropriate depending on the characteristics of the situation and the parties involved in the
conflict.

Ineffective conflict resolution strategies include nonaction, administrative orbiting, due process
nonaction, secrecy, and character assassination.

Strategies for preventing conflict include (1) emphasizing organization-wide goals; (2) providing
stable, well-structured tasks; (3) facilitating intergroup communication; and (4) avoiding win-lose
situations.

Strategies for reducing conflict include (1) physical separation, (2) use of rules and regulations, (3)
limiting intergroup interaction, (4) use of integrators, (5) confrontation and negotiation, (6) third-
party consultation, (7) rotation of members, (8) identification of interdependent tasks and
superordinate goals, and (9) use of intergroup training.

Negotiation is the process by which individuals or groups attempt to realize their goals by
bargaining with another party who has at least some control over goal attainment.

Different negotiation strategies include the distributive approach (fixed-pie approach) and the
integrative approach (expanding-the-pie approach).

Negotiation consists of five phases that include investigation, determining your BATNA,
presentation, bargaining, and closure.

Research shows that some common mistakes made during negotiations include accepting the
first offer made, letting egos get in the way, having unrealistic expectations, getting overly
emotional, and letting past negative outcomes affect the present ones.

Third-party negotiators are sometimes needed when two sides cannot agree.

Legislation has been created over time to support both labor unions and the companies who
have labor unions.

Collective bargaining is the process of negotiating the contact with union representatives.

79 | 2.6 Key Takeaways, Knowledge Check and Key Terms



Collective bargaining, to be legal, must always be done in good faith. There are three categories of
collective bargaining issues. Mandatory issues might include pay and benefits. Permissive
bargaining items may include things such as drug testing or the required equipment the
organization must supply to employees. lllegal issues are those things that cannot be discussed,
which can include issues that could be considered discriminatory.

The collective bargaining process can take time. Both parties prepare for the process by
gathering information and reviewing the old contract. They then set timelines for the bargaining
and reveal their wants and negotiate those wants. A bargaining impasse occurs when members
cannot come to an agreement.

When a bargaining impasse occurs, a strike or lockout of workers can occur. These are both
strategies that can be used to encourage the other side to agree to collective bargaining terms.
The grievance process is a formal process that addresses any complaints about contract
violations. The grievance process can consist of any number of steps. First, the complaint is
discussed with the manager, employee, and union representative. If no solution occurs, the
grievance is put into writing by the union. Management then expresses its decision in writing to
the union. If the union decides to escalate the grievance, the grievance may be brought to the
national union for a decision. At this point, an arbitrator may be brought in, suitable to both
parties, to make the final binding decision.

Grievances should not be taken personally and should be considered a fair way in which to solve
problems that can come up between the union and management.

Knowledge Check

Review your understanding of this chapter's key concepts by taking the interactive
quiz below.

a|av
e

@ An interactive H5P element has been excluded from this version of the text. You
can view it online here:
https.//fecampusontario.pressbooks.pub/conflictmanagement/?p=72#h5p-4
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Key Terms

Key terms from this chapter include:

Accommodating approach to conflict
Arbitrator

Avoidance approach to conflict
Bargaining impasse

BATNA

Collaborating approach to conflict
Collective bargaining
Compromising approach to conflict
Conciliator

Consultant

Distributive bargaining

Escalation of commitment
Grievance procedure

Integrated approach to bargaining.
Labour union

Mediator

Negotiation

Winner's curse
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CHAPTER 3: ORGANIZATIONAL
CULTURE AND POLICIES

Learning Objectives

In this chapter, we will:

Define organizational culture.
Compare the three levels of organizational culture.
Recognize the importance of organizational culture on behaviours and

outcomes.

Describe the process of creating and maintaining organizational culture.
Explain the influence of external factors on organizational culture.

Review the process for changing culture.

Explore common reactions to change.

List commmon reasons that employees are resistant to change in the workplace.
Describe strategies for effectively executing change.

Summarize popular frameworks for assessing organizational culture.

Analyze the role of codes in enacting workplace culture and behaviours.
Identify steps in the processive discipline and termination processes.

In this chapter, we will examine organizational culture — its characteristics, how its created, and
strategies used to maintain or change culture. We will discuss several popular frameworks for
assessing organizational culture. Finally, we will examine formalized codes, discipline, and
termination and their role in maintaining expected standards of behaviour.
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3.1 Organizational Culture

In this section:

Organizational Culture Defined

Levels of Organizational Culture

Strength of Culture

The Importance of Organizational Culture

Organizational Culture Defined

Organizational culture refers to a system of shared assumptions, values, and beliefs that show
employees what is appropriate and inappropriate behavior (Chatman & Cha, 2003; Kerr & Slocum,
2005).

These values have a strong influence on employee behavior as well as organizational performance.
In fact, the term organizational culture was made popular in the 1980s when Peters and Waterman'’s
best-selling book In Search of Excellence made the argument that company success could be
attributed to an organizational culture that was decisive, customer oriented, empowering, and
people oriented. Since then, organizational culture has become the subject of numerous research
studies, books, and articles.

Culture is by and large invisible to individuals. Even though it affects all employee behaviors,
thinking, and behavioral patterns, individuals tend to become more aware of their organization’s
culture when they have the opportunity to compare it to other organizations. If you have worked
in multiple organizations, you can attest to this. Maybe the first organization you worked was a
place where employees dressed formally. It was completely inappropriate to question your boss in a
meeting; such behaviors would only be acceptable in private. It was important to check your email
at night as well as during weekends or else you would face questions on Monday about where you
were and whether you were sick. Contrast this company to a second organization where employees
dress more casually. You are encouraged to raise issues and question your boss or peers, even in
front of clients. What is more important is not to maintain impressions but to arrive at the best
solution to any problem. It is widely known that family life is very important, so it is acceptable
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to leave work a bit early to go to a family event. Additionally, you are not expected to do work at
night or over the weekends unless there is a deadline. These two hypothetical organizations illustrate
that organizations have different cultures, and culture dictates what is right and what is acceptable
behavior as well as what is wrong and unacceptable.

Organizational Subcultures

So far, we have assumed that a company has a single culture that is shared throughout the
organization. However, you may have realized that this is an oversimplification. In reality there might
be multiple cultures within any given organization. For example, people working on the sales floor
may experience a different culture from that experienced by people working in the warehouse.
A culture that emerges within different departments, branches, or geographic locations is called
a subculture. Subcultures may arise from the personal characteristics of employees and managers,
as well as the different conditions under which work is performed. Within the same organization,
marketing and manufacturing departments often have different cultures such that the marketing
department may emphasize innovativeness, whereas the manufacturing department may have a
shared emphasis on detail orientation.

In an interesting study, researchers uncovered five different subcultures within a single police
organization. These subcultures differed depending on the level of danger involved and the type
of background experience the individuals held, including “crime-fighting street professionals” who
did what their job required without rigidly following protocol and “anti-military social workers” who
felt that most problems could be resolved by talking to the parties involved (Jermier et al., 1991).
Research has shown that employee perceptions regarding subcultures were related to employee
commitment to the organization (Lok et al, 2005). Therefore, in addition to understanding the
broader organization's values, managers will need to make an effort to understand subculture
values to see its impact on workforce behavior and attitudes. Moreover, as an employee, you need
to understand the type of subculture in the department where you will work in addition to
understanding the company’s overall culture.

Sometimes, a subculture may take the form of a counterculture. Defined as shared values and
beliefs that are in direct opposition to the values of the broader organizational culture (Kerr &
Slocum, 2005), countercultures are often shaped around a charismatic leader. For example, within a
largely bureaucratic organization, an enclave of innovativeness and risk taking may emerge within
a single department. A counterculture may be tolerated by the organization as long as it is bringing
in results and contributing positively to the effectiveness of the organization. However, its existence
may be perceived as a threat to the broader organizational culture.

Levels of Organizational Culture
Organizational culture consists of some aspects that are relatively more visible, as well as aspects
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that may lie below one's conscious awareness. Organizational culture can be thought of as
consisting of three interrelated levels (Schein, 1992).

Assumptions

Values

Artifacts

Figure 3.1 Three levels of culture. Image: University of Minnesota, Organizational Behavior, CC
BY-NC-SA 4.0. Color altered from original. [Click to enlarge]

At the deepest level, below our awareness lie basic assumptions. Assumptions are taken for granted,
and they reflect beliefs about human nature and reality. At the second level, values exist. Values are
shared principles, standards, and goals. Finally, at the surface we have artifacts, or visible, tangible
aspects of organizational culture. If assumptions and values are not shared by everyone or there
are basic differences in assumptions between departments or subcultures, this may be a source of
conflict within the organization. Similarly, differences in your own personal assumptions and values
can create feelings of discomfort and intrapersonal conflict if they do not align with organizational
culture.

For example, in an organization one of the basic assumptions employees and managers share might
be that happy employees benefit their organizations. This assumption could translate into values
such as social equality, high quality relationships, and having fun. The artifacts reflecting such values
might be an executive “open door” policy, an office layout that includes open spaces and gathering
areas equipped with pool tables, and frequent company picnics in the workplace. For example, Alcoa
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Inc. designed their headquarters to reflect the values of making people more visible and accessible,
and to promote collaboration (Stegmeier, 2008).

Understanding the organization's culture may start from observing its artifacts: the physical
environment, employee interactions, company policies, reward systems, and other observable
characteristics. When you are interviewing for a position, observing the physical environment, how
people dress, where they relax, and how they talk to others is definitely a good start to
understanding the company’s culture. However, simply looking at these tangible aspects is unlikely
to give a full picture of the organization. An important chunk of what makes up culture exists
below one’s degree of awareness. The values and, at a deeper level, the assumptions that shape

the organization’s culture can be uncovered by observing how employees interact and the choices
they make, as well as by inquiring about their beliefs and perceptions regarding what is right and
appropriate behavior.

Let's Practice: The Organizational Cultural Iceberg Activity

These levels of organizational culture are sometimes portrayed as an iceberg, with
artifacts appearing as the tip of the iceberg above the surface of the water, with

deeper layers of values and assumptions being placed under the surface of the
water. Practice your understanding of these elements of culture by dragging the L N4

various elements of organizational culture either above or below the surface of the
water.

a An interactive H5P element has been excluded from this version of the text. You can view it
online here:
https./fecampusontario.pressbooks.pub/conflictmanagement/?p=80#h5p-14

Strength of Culture

A strong culture is one that is shared by organizational members (Arogyaswamy & Byles, 1987;
Chatman & Cha, 2003). In other words, if most employees in the organization show consensus
regarding the values of the company, it is possible to talk about the existence of a strong culture.
A culture's content is more likely to affect the way employees think and behave when the culture
in question is strong. For example, cultural values emphasizing customer service will lead to higher
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guality customer service if there is widespread agreement among employees on the importance of
customer service-related values (Schneider et al.,, 2002).

It is important to realize that a strong culture may act as an asset or liability for the organization,
depending on the types of values that are shared. For example, imagine a company with a culture
that is strongly outcome oriented. If this value system matches the organizational environment,
the company outperforms its competitors. On the other hand, a strong outcome-oriented culture
coupled with unethical behaviors and an obsession with quantitative performance indicators may
be detrimental to an organization’s effectiveness. An extreme example of this dysfunctional type of
strong culture is Enron.

A strong culture may sometimes outperform a weak culture because of the consistency of
expectations. In a strong culture, members know what is expected of them, and the culture serves as
an effective control mechanism on member behaviors. Research shows that strong cultures lead to
more stable corporate performance in stable environments. However, in volatile environments, the
advantages of culture strength disappear (Sorensen, 2002).

One limitation of a strong culture is the difficulty of changing a strong culture. If an organization
with widely shared beliefs decides to adopt a different set of values, unlearning the old values and
learning the new ones will be a challenge, because employees will need to adopt new ways of
thinking, behaving, and responding to critical events. A strong culture may also be a liability during
a merger. During mergers and acquisitions, companies inevitably experience a clash of cultures, as
well as a clash of structures and operating systems.

Culture clash becomes more problematic if both parties have unigue and strong cultures. For
example, during the merger of Daimler AG with Chrysler Motors LLC to create DaimlerChrysler AG,
the differing strong cultures of each company acted as a barrier to effective integration. Daimler had
a strong engineering culture that was more hierarchical and emphasized routinely working long
hours. Daimler employees were used to being part of an elite organization, evidenced by flying first
class on all business trips. On the other hand, Chrysler had a sales culture where employees and
managers were used to autonomy, working shorter hours, and adhering to budget limits that meant
only the elite flew first class. The different ways of thinking and behaving in these two companies
introduced a number of unanticipated problems during the integration process (Badrtalei & Bates,
2007; Bower, 2001). Differences in culture may be part of the reason that, in the end, the merger
didn't work out.

The Importance of Organizational Culture

An organization’s culture may be one of its strongest assets, as well as its biggest liability. In fact,
it has been argued that organizations that have a rare and hard-to-imitate organizational culture
benefit from it as a competitive advantage (Barney, 1986). Kihlstrom (2020) goes as far to assert that
culture is an important as strategy when it comes to organizational performance.
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Company performance may benefit from the benefits of shared values provided by culture when
they have a match to the company and the industry at large (Arogyaswamy & Byles, 1987). For
example, if a company is in the high-tech industry, having a culture that encourages innovativeness
and adaptability will support its performance. However, if a company in the same industry has a
culture characterized by stability, a high respect for tradition, and a strong preference for upholding
rules and procedures, the company may suffer as a result of its culture. In other words, just as having
the “right” culture may be a competitive advantage for an organization, having the “wrong” culture
may lead to performance difficulties, may be responsible for organizational failure, and may act as a
barrier preventing the company from changing and taking risks.

In addition to having implications for organizational performance, organizational culture is an
effective control mechanism for dictating employee behavior. Culture is in fact a more powerful
way of controlling and managing employee behaviors than organizational rules and regulations.
When problems are unique, rules tend to be less helpful. Organizations can (and should) create
formalized policies and procedures to deal with conflict (We will talk more about policies in future
sections of this chapter). In addition, having a culture of respect, civility, and inclusion will help to
keep workplace conflict functional and productive.

Adapted Works

“Organizational Culture” in Organizational Behavior by University of Minnesota is licensed under
a Creative Commons Attribution-NonCommercial-ShareAlike 4.0 International License, except
where otherwise noted.
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3.2 Creating, Maintaining, and
Changing Culture

In this section:

Creating and Maintaining Organizational Culture
External Influences on Organizational Culture
Changing Organizational Culture

Creating and Maintaining Organizational Culture

Where do cultures come from? Understanding this question is important so that you know how
they can be maintained or changed. An organization’s culture is shaped as the organization faces
external and internal challenges and learns how to deal with them. When the organization’s way of
doing business provides a successful adaptation to environmental challenges and ensures success,
those values are retained. These values and ways of doing business are taught to new members as
the way to do business (Schein, 1992).
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Figure 3.2 Culture Creation and Maintenance. Image: University of Minnesota, Organizational
Behavior, CC BY-NC-SA 4.0. Color altered from original. [Click to enlarge]

Creating Organizational Culture

The factors that are most important in the creation of an organization's culture include founders’
values, preferences, and industry demands. Let’s talk about each of these factors in more detail.

Founder’s Values

A company’s culture, particularly during its early years, is inevitably tied to the personality,
background, and values of its founder or founders, as well as their vision for the future of the
organization. This explains one reason why culture is so hard to change: It is shaped in the early days
of a company’s history. When entrepreneurs establish their own businesses, the way they want to do
business determines the organization’s rules, the structure set-up in the company, and the people
they hire to work with them.

As a case in point, some of the existing corporate values of the ice cream company Ben & Jerry's
Homemade Holdings Inc. can easily be traced to the personalities of its founders Ben Cohen and
Jerry Greenfield. In 1978, the two ex-hippie high school friends opened up their first ice-cream shop
in a renovated gas station in Burlington, Vermont. Their strong social convictions led them to buy
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only from the local farmers and devote a certain percentage of their profits to charities. The core
values they instilled in their business can still be observed in the current company’s devotion to
social activism and sustainability, its continuous contributions to charities, use of environmentally
friendly materials, and dedication to creating jobs in low-income areas. Even though the company
was acquired by Unilever PLC in 2000, the social activism component remains unchanged and
Unilever has expressed its commitment to maintaining it (Kiger, 2005; Rubis et al., 2005; Smalley,
2007; Ben & Jerry's, 2021).

There are many other examples of founders’ instilling their own strongly held beliefs or personalities
to the businesses they found. Microsoft's aggressive nature is often traced back to Bill Gates and his
competitiveness. According to one anecdote, his competitive nature even extends to his personal life
such that one of his pastimes is to compete with his wife in solving identical jigsaw puzzles to see
who can finish faster (Schlender, 1998). Similarly, Joseph Pratt, a history and management professor,
notes, “There definitely is an Exxon way. This is John D. Rockefeller's company, this is Standard Qil
of New Jersey, this is the one that is most closely shaped by Rockefeller’s traditions. Their values are
very clear. They are deeply embedded. They have roots in 100 years of corporate history” (Mouawad,
2008).

Founder values become part of the corporate culture to the degree they help the company be
successful. For example, the social activism of Ben & Jerry's was instilled in the company because
founders strongly believed in these issues. However, these values probably would not be surviving
so many decades later if they had not helped the company in its initial stages. In the case of Ben
& Jerry's, these charitable values helped distinguish their brand from larger corporate brands and
attracted a loyal customer base. Thus, by providing a competitive advantage, these values were
retained as part of the corporate culture and were taught to new members as the right way to
do business. Similarly, the early success of Microsoft may be attributed to its relatively aggressive
corporate culture, which provided a source of competitive advantage.

Industry Demands

While founders undoubtedly exert a powerful influence over corporate cultures, the industry
characteristics also play a role. Industry characteristics and demands act as a force to create
similarities among organizational cultures. For example, despite some differences, many companies
in the insurance and banking industries are stable and rule oriented, many companies in the
high-tech industry have innovative cultures, and companies in the nonprofit industry tend to be
people oriented. If the industry is one with a large number of regulatory requirements—for example,
banking, health care, and nuclear power plant industries—then we might expect the presence of
a large number of rules and regulations, a bureaucratic company structure, and a stable culture.
Similarly, the high-tech industry requires agility, taking quick action, and low concern for rules and
authority, which may create a relatively more innovative culture (Chatman & Jehn, 1994; Gordon,
1991). The industry influence over culture is also important to know, because this shows that it may
not be possible to imitate the culture of a company in a different industry, even though it may seem
admirable to outsiders.
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Maintaining Organizational Culture

As a company matures, its cultural values are refined and strengthened. The early values of a
company’s culture exert influence over its future values. It is possible to think of organizational
culture as an organism that protects itself from external forces. Organizational culture determines
who is included and excluded in the hiring process. Moreover, once new employees are hired, the
company assimilates new employees and teaches them the way things are done in the organization.
We call these processes attraction-selection-attrition and onboarding processes. We will also
examine the role of leaders and reward systems in shaping and maintaining an organization'’s
culture. It is important to remember two points: The process of culture creation is in fact more
complex and less clean than the name implies. Additionally, the influence of each factor on culture
creation is reciprocal. For example, just as leaders may influence what type of values the company
has, the culture may also determine what types of behaviors leaders demonstrate.

Attraction-Selection-Attrition (ASA)

Organizational culture is maintained through a process known as attraction-selection-attrition. First,
employees are attracted to organizations where they will fit in. In other words, different job
applicants will find different cultures to be attractive. Someone who has a competitive nature
may feel comfortable and prefer to work in a company where interpersonal competition is the
norm. Others may prefer to work in a team-oriented workplace. Research shows that employees
with different personality traits find different cultures attractive. For example, out of the Big Five
personality traits, employees who demonstrate neurotic personalities were less likely to be attracted
to innovative cultures, whereas those who had openness to experience were more likely to be
attracted to innovative cultures (Judge & Cable, 1997). As a result, individuals will self-select the
companies they work for and may stay away from companies that have core values that are radically
different from their own.

Of course this process is imperfect, and value similarity is only one reason a candidate might be
attracted to a company. There may be other, more powerful attractions such as good benefits. For
example, candidates who are potential misfits may still be attracted to Google because of the cool
perks associated with being a Google employee. At this point in the process, the second component
of the ASA framework prevents them from getting in: Selection. Just as candidates are looking for
places where they will fit in, companies are also looking for people who will fit into their current
corporate culture. Many companies are hiring people for fit with their culture, as opposed to fit
with a certain job. For example, Southwest Airlines prides itself for hiring employees based on
personality and attitude rather than specific job-related skills, which are learned after being hired.
This is important for job applicants to know, because in addition to highlighting your job-relevant
skills, you will need to discuss why your personality and values match those of the company.

Companies use different techniques to weed out candidates who do not fit with corporate values.
For example, Google relies on multiple interviews with future peers. By introducing the candidate
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to several future coworkers and learning what these coworkers think of the candidate, it becomes
easier to assess the level of fit. Companies may also use employee referrals in their recruitment
process. By using their current employees as a source of future employees, companies may make
sure that the newly hired employees go through a screening process to avoid potential person-
culture mismatch.

Even after a company selects people for person-organization fit, there may be new employees who
do not fit in. Some candidates may be skillful in impressing recruiters and signal high levels of
culture fit even though they do not necessarily share the company’s values. Moreover, recruiters may
suffer from perceptual biases and hire some candidates thinking that they fit with the culture even
though the actual fit is low. In any event, the organization is going to eventually eliminate candidates
who do not fit in through attrition. Attrition refers to the natural process in which the candidates
who do not fit in will leave the company. Research indicates that person-organization misfit is one
of the important reasons for employee turnover (Kristof-Brown et al., 2005; O'Reilly Il et al., 1991).

As a result of the ASA process, the company attracts, selects, and retains people who share its core
values. On the other hand, those people who are different in core values will be excluded from the
organization either during the hiring process or later on through naturally occurring turnover. Thus,
organizational culture will act as a self-defending organism where intrusive elements are kept out.
Supporting the existence of such self-protective mechanisms, research shows that organizations
demonstrate a certain level of homogeneity regarding personalities and values of organizational
members (Giberson et al., 2005). Many organizations are currently having important conversations
about diversity and inclusion and the value of attracting and retaining a more diverse workforce.

New Employee Onboarding

Another way in which an organization’s values, norms, and behavioral patterns are transmitted
to employees is through onboarding (also referred to as the organizational socialization process).
Onboarding refers to the process through which new employees learn the attitudes, knowledge,
skills, and behaviors required to function effectively within an organization. If an organization can
successfully socialize new employees into becoming organizational insiders, new employees feel
confident regarding their ability to perform, sense that they will feel accepted by their peers, and
understand and share the assumptions, norms, and values that are part of the organization’s culture.
This understanding and confidence in turn translate into more effective new employees who
perform better and have higher job satisfaction, stronger organizational commitment, and longer
tenure within the company (Bauer et al., 2007).

What Can New Employees Do During Onboarding?
New employees who are proactive, seek feedback, and build strong relationships tend to be more

successful than those who do not (Bauer & Green, 1998; Kammeyer-Mueller & Wanberg, 2003;
Wanberg & Kammeyer-Mueller, 2000). For example, feedback seeking helps new employees.
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Especially on a first job, a new employee can make mistakes or gaffes and may find it hard to
understand and interpret the ambiguous reactions of coworkers. New hires may not know whether
they are performing up to standards, whether it was a good idea to mention a company mistake in
front of a client, or why other employees are asking if they were sick over the weekend because of
not responding to work-related emails. By actively seeking feedback, new employees may find out
sooner rather than later any behaviors that need to be changed and gain a better understanding
of whether their behavior fits with the company culture and expectations. Several studies show the
benefits of feedback seeking for new employee adjustment. We will talk more about strategies for
giving and receiving feedback in future chapters of this book.

Relationship building, or networking, is another important behavior new employees may
demonstrate. Particularly when a company does not have a systematic approach to onboarding, it
becomes more important for new employees to facilitate their own onboarding by actively building
relationships. According to one estimate, 35% of managers who start a new job fail in the new job
and either voluntarily leave or are fired within 1.5 years. Of these, over 60% report not being able
to form effective relationships with colleagues as the primary reason for their failure (Fisher, 2005).
New employees may take an active role in building relations by seeking opportunities to have a
conversation with their new colleagues, arranging lunches or coffee with them, participating in

company functions, and making the effort to build a relationship with their new supervisor (Kim et
al., 2005).

Consider This: Tips for the Onboarding Process

You've Got a New Job! Now How Do You Get on Board?

Here are some suggestions about how to engage in the onboarding process at a
new job:

Gather information. Try to find as much about the company and the job as you can before your
first day. After you start working, be a good observer, gather information, and read as much as you
can to understand your job and the company. Examine how people are interacting, how they
dress, and how they act to avoid behaviors that might indicate to others that you are a misfit.
Manage your first impression. First impressions may endure, so make sure that you dress
appropriately, are friendly, and commmunicate your excitement to be a part of the team. Be on your
best behavior!

Invest in relationship development. The relationships you develop with your manager and with
coworkers will be essential for you to adjust to your new job. Take the time to strike up
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conversations with them. If there are work functions during your early days, make sure not to miss
them!

Seek feedback. Ask your manager or coworkers how well you are doing and whether you are
meeting expectations. Listen to what they are telling you and also listen to what they are not
saying. Then, make sure to act upon any suggestions for improvement. Be aware that after
seeking feedback, you may create a negative impression if you consistently ignore the feedback
YOu receive.

Show success early on. In order to gain the trust of your new manager and colleagues, you may
want to establish a history of success early. Volunteer for high-profile projects where you will be
able to demonstrate your skills. Alternatively, volunteer for projects that may serve as learning
opportunities or that may put you in touch with the key people in the company.

Source: Adapted from ideas in Beagrie, (2005).

What Can Organizations Do During Onboarding?

Many organizations, including Microsoft, Kellogg Company, and Bank of America, take a more
structured and systematic approach to new employee onboarding, while others follow a “sink or
swim” approach in which new employees struggle to figure out what is expected of them and what
the norms are.

A formal orientation program indoctrinates new employees to the company culture, as well as
introduces them to their new jobs and colleagues. An orientation program is important, because
it has a role in making new employees feel welcome in addition to imparting information that
may help new employees be successful on their new jobs. Many large organizations have formal
orientation programs consisting of lectures, video lectures and written material, while some may
follow more unusual approaches. According to one estimate, most orientations last anywhere from
one to five days, and many companies are currently switching to a computer-based orientation.
Research shows that formal orientation programs are helpful in teaching employees about the
goals and history of the company, as well as communicating the power structure. Moreover, these
programs may also help with a new employee’s integration into the team.

One of the most important ways in which organizations can help new employees adjust to a
company and a new job is through organizational insiders—namely supervisors, coworkers, and
mentors. Research shows that leaders have a key influence over onboarding, and the information
and support leaders provide determine how quickly employees learn about the company politics
and culture. Coworker influence determines the degree to which employees adjust to their teams.

Mentors can be crucial to helping new employees adjust by teaching them the ins and outs of
their jobs and how the company really operates. A mentor is a trusted person who provides an
employee with advice and support regarding career-related matters. Although a mentor can be
any employee or manager who has insights that are valuable to the new employee, mentors tend
to be relatively more experienced than their protégés. Mentoring can occur naturally between
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two interested individuals, or organizations can facilitate this process by having formal mentoring
programs. These programs may successfully bring together mentors and protégés who would not
come together otherwise.

Research indicates that the existence of these programs does not guarantee their success, and there
are certain program characteristics that may make these programs more effective. For example,
when mentors and protégés feel that they had input in the mentor-protégé matching process,
they tend to be more satisfied with the arrangement. Moreover, when mentors receive training
beforehand, the outcomes of the program tend to be more positive (Allen et al., 2006). Because
mentors may help new employees interpret and understand the company’s culture, organizations
may benefit from selecting mentors who personify the company’s values. Thus, organizations may
need to design these programs carefully to increase their chance of success.

Leadership

While subcultures develop in organizations, the larger organization’'s culture influences these,
especially with strong leaders and leadership teams who set the tone at the top and communicate
expectations and performance standards throughout.

Leaders are instrumental in creating and changing an organization’s culture. There is a direct
correspondence between a leader’s style and an organization’s culture. For example, when leaders
motivate employees through inspiration, corporate culture tends to be more supportive and people
oriented. When leaders motivate by making rewards contingent on performance, the corporate
culture tends to be more performance oriented and competitive (Sarros et al., 2002). In these and
many other ways, what leaders do directly influences the cultures their organizations have.

Part of the leader’s influence over culture is through role modeling. Many studies have suggested
that leader behavior, the consistency between organizational policy and leader actions, and leader
role modeling determine the degree to which the organization’s culture emphasizes ethics (Driscoll
& McKee, 2007). The leader’s own behaviors will signal to employees what is acceptable behavior and
what is unacceptable. In an organization in which high-level managers make the effort to involve
others in decision making and seek opinions of others, a team-oriented culture is more likely to
evolve. By acting as role models, leaders send signals to the organization about the norms and values
that are expected to guide the actions of organizational members.

Leaders also shape culture by their reactions to the actions of others around them. For example,
do they praise a job well done, or do they praise a favored employee regardless of what was
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accomplished? How do they react when someone admits to making an honest mistake? What are
their priorities? In meetings, what types of questions do they ask? Do they want to know what
caused accidents so that they can be prevented, or do they seem more concerned about how
much money was lost as a result of an accident? Do they seem outraged when an employee
is disrespectful to a coworker, or does their reaction depend on whether they like the harasser?
Through their day-to-day actions, leaders shape and maintain an organization’s culture.

Reward Systems

Finally, the company culture is shaped by the type of reward systems used in the organization,
and the kinds of behaviors and outcomes it chooses to reward and punish. One relevant element
of the reward system is whether the organization rewards behaviors or results. Some companies
have reward systems that emphasize intangible elements of performance as well as more easily
observable metrics. In these companies, supervisors and peers may evaluate an employee’s
performance by assessing the person’s behaviors as well as the results. In such companies, we may
expect a culture that is relatively people or team oriented, and employees act as part of a family (Kerr
& Slocum Jr., 2005).

On the other hand, in companies that purely reward goal achievement, there is a focus on
measuring only the results without much regard to the process. In these companies, we might
observe outcome-oriented and competitive cultures. Another categorization of reward systems
might be whether the organization uses rankings or ratings. In a company where the reward system
pits members against one another, where employees are ranked against each other and the lower
performers receive long-term or short-term punishments, it would be hard to develop a culture of
people orientation and may lead to a competitive culture. Evaluation systems that reward employee
behavior by comparing them to absolute standards as opposed to comparing employees to each
other may pave the way to a team-oriented culture. Whether the organization rewards performance
or seniority would also make a difference in culture. When promotions are based on seniority, it
would be difficult to establish a culture of outcome orientation.

Finally, the types of behaviors that are rewarded or ignored set the tone for the culture. Service-
oriented cultures reward, recognize, and publicize exceptional service on the part of their employees.
In safety cultures, safety metrics are emphasized and the organization is proud of its low accident
ratings. What behaviors are rewarded, which ones are punished, and which are ignored wiill
determine how a company’s culture evolves.
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External Influences on Organizational Culture

To succeed and thrive, organizations must adapt, exploit, and fit with the forces in their external
environments. Organizations are groups of people deliberately formed together to serve a purpose
through structured and coordinated goals and plans. As such, organizations operate in different
external environments and are organized and structured internally to meet both external and
internal demands and opportunities. Different types of organizations include not-for-profit, for-
profit, public, private, government, voluntary, family owned and operated, and publicly traded on
stock exchanges. Organizations are commonly referred to as companies, firms, corporations,
institutions, agencies, associations, groups, consortiums, and conglomerates. While the type, size,
scope, location, purpose, and mission of an organization all help determine the external
environment in which it operates, it still must meet the requirements and contingencies of that
environment to survive and prosper. In this section, we consider how organizations are structured to
meet challenges and opportunities of these environments.

Figure 3.3 illustrates types of general macro environments and forces that are interrelated and affect
organizations: sociocultural, technological, economic, government and political, natural disasters,
and human-induced problems that affect industries and organizations. For example, economic
environmental forces generally include such elements in the economy as exchange rates and wages,
employment statistics, and related factors such as inflation, recessions, and other shocks—negative
and positive. Hiring and unemployment, employee benefits, factors affecting organizational
operating costs, revenues, and profits are affected by global, national, regional, and local economies.
Other factors discussed here that interact with economic forces include politics and governmental
policies, international wars, natural disasters, technological inventions, and sociocultural forces. It is
important to keep these dimensions in mind when studying organizations since many if not most
or all changes that affect organizations originate from one or more of these sources—many of which
are interrelated.
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Figure 3.3 Macro Forces and Environments. Image: Rice University & OpenStax, Organizational
Behavior, CC BY 4.0. Color altered from original. [Click to enlarge].

Changing Organizational Culture

Culture is often deeply ingrained and resistant to change efforts. Unfortunately, many organizations
may not even realize that their current culture constitutes a barrier against organizational
productivity and performance. Changing company culture may be the key to the company
turnaround when there is a mismatch between an organization’s values and the demands of its
environment.

Sometimes the external environment may force an organization to undergo culture change. For
example, if an organization is experiencing failure in the short run or is under threat of bankruptcy
or an imminent loss of market share, it would be easier to convince managers and employees
that culture change is necessary. A company can use such downturns to generate employee
commitment to the change effort. However, if the organization has been successful in the past, and
if employees do not perceive an urgency necessitating culture change, the change effort will be
more challenging.

Mergers and acquisitions are another example of an event that changes a company’s culture. In
fact, the ability of the two merging companies to harmonize their corporate cultures is often what
makes or breaks a merger effort. Achieving culture change is challenging, and many companies
ultimately fail in this mission. Research and case studies of companies that successfully changed
their culture indicate that the following six steps increase the chances of success (Schein, 1990).
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Alternate models of change include Lewin's 3-stage model, Kotter's 8-stage model, and appreciative
inquiry. For brevity, we will only discuss Schein's 6 steps.
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Figure 3.4 Six Steps to Culture Change. Image: University of Minnesota, Organizational Behavior, CC
BY-NC-SA 4.0. Color altered from original. [Click to enlarge]

Six Steps to Culture Change: 1) Create a sense of urgency, 2) Change leaders and other key players, 3)
Role model, 4) Train, 5) Change the reward system, 6) Create new stories and symbols

Step 1. Creating a Sense of Urgency

In order for the change effort to be successful, it is important to communicate the need for change
to employees. One way of doing this is to create a sense of urgency on the part of employees and
explain to them why changing the fundamental way in which business is done is so important.
In successful culture change efforts, leaders communicate with employees and present a case for
culture change as the essential element that will lead the company to eventual success.
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Step 2: Changing Leaders and Other Key Players

A leader’s vision is an important factor that influences how things are done in an organization. Thus,
culture change often follows changes at the highest levels of the organization. Moreover, in order
to implement the change effort quickly and efficiently, a company may find it helpful to remove
managers and other powerful employees who are acting as a barrier to change. Because of political
reasons, self interest, or habits, managers may create powerful resistance to change efforts. In such
cases, replacing these positions with employees and managers giving visible support to the change
effort may increase the likelihood that the change effort succeeds.

Step 3: Role Modeling

Role modeling is the process by which employees modify their own beliefs and behaviors to reflect
those of the leader (Kark & Van Dijk, 2007). CEOs can model the behaviors that are expected of
employees to change the culture. The ultimate goal is that these behaviors will trickle down to lower
level employees.

Step 4: Training

Well-crafted training programs may be instrumental in bringing about culture change by teaching
employees the new norms and behavioral styles. For example, after the space shuttle Columbia
disintegrated upon reentry from a February 2003 mission, NASA decided to change its culture to
become more safety sensitive and minimize decision-making errors leading to unsafe behaviors. The
change effort included training programs in team processes and cognitive bias awareness (NASA,
2004).

Step 5: Changing the Reward System

The criteria with which employees are rewarded and punished have a powerful role in determining
the cultural values in existence. Switching from a commission-based incentive structure to a straight
salary system may be instrumental in bringing about customer focus among sales employees.
Moreover, by rewarding employees who embrace the company's new values and even promoting
these employees, organizations can make sure that changes in culture have a lasting impact. If a
company wants to develop a team-oriented culture where employees collaborate with each other,
methods such as using individual-based incentives may backfire. Instead, distributing bonuses to
intact teams might be more successful in bringing about culture change.
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Step 6: Creating New Symbols and Stories

Finally, the success of the culture change effort may be increased by developing new rituals,
symbols, and stories. By replacing the old symbols and stories, the new symbols and stories will help
enable the culture change and ensure that the new values are commmunicated.

Reactions to Change

Figure 3.5 Reactions to change may take many forms. Image: Saylor Academy, Human Relations, CC BY-NC-SA
3.0. Color altered from original. [Click to enlarge].

Active resistance is the most negative reaction to a proposed change attempt. Those who engage
in active resistance may sabotage the change effort and be outspoken objectors to the new
procedures. In contrast, passive resistance involves being disturbed by changes without necessarily
voicing these opinions. Instead, passive resisters may quietly dislike the change, feel stressed and
unhappy, and even look for an alternative job without necessarily bringing their point to the
attention of decision makers. Compliance, on the other hand, involves going along with proposed
changes with little enthusiasm. Finally, those who show enthusiastic support are defenders of the
new way and actually encourage others around them to give support to the change effort as well.

Any change attempt will have to overcome the resistance on the part of people to be successful.
Otherwise, the result will be loss of time and energy as well as an inability on the part of the
organization to adapt to the changes in the environment and make its operations more efficient.
Resistance to change also has negative consequences for the people in question. Research shows
that when people negatively react to organizational change, they experience negative emotions, use
sick time more often, and are more likely to voluntarily leave the company (Fugate et al., 2008).

Resistance to change may be a positive force in some instances. In fact, resistance to change
is a valuable feedback tool that should not be ignored. Why are people resisting the proposed
changes? Do they feel that the new system will not work? If so, why not? By listening to people
and incorporating their suggestions into the change effort, it is possible to make a more effective
change. Some of a company’s most committed employees may be the most vocal opponents of a

103 | 3.2 Creating, Maintaining, and Changing Culture



change effort. They may fear that the organization they feel such a strong attachment to is being
threatened by the planned change effort and the change will ultimately hurt the company. In
contrast, people who have less loyalty to the organization may comply with the proposed changes
simply because they do not care enough about the fate of the company to oppose the changes. As
a result, when dealing with those who resist change, it is important to avoid blaming them for a lack
of loyalty (Ford et al., 2008).

Let's Focus: Overcome Resistance to Your Proposals

You feel that change is needed. You have a great idea. But people around you do not
seem convinced. They are resisting your great idea. How do you make change
happen?

Listen to naysayers. You may think that your idea is great, but listening to
those who resist may give you valuable ideas about why it may not work and
how to design it more effectively.

Is your change revolutionary? If you are trying to dramatically change the way things are done,
you will find that resistance is greater. If your proposal involves incrementally making things
better, you may have better luck.

Involve those around you in planning the change. Instead of providing the solutions, make
them part of the solution. If they admit that there is a problem and participate in planning a way
out, you would have to do less convincing when it is time to implement the change.

Do you have credibility? When trying to persuade people to change their ways, it helps if you
have a history of suggesting implementable changes. Otherwise, you may be ignored or met with
suspicion. This means you need to establish trust and a history of keeping promises over time
before you propose a major change.

Present data to your audience.Be prepared to defend the technical aspects of your ideas and
provide evidence that your proposal is likely to work.

- Appeal to your audience’s ideals. Frame your proposal around the big picture. Are you going to
create happier clients? Is this going to lead to a better reputation for the company? Identify the
long-term goals you are hoping to accomplish that people would be proud to be a part of.
Understand the reasons for resistance. Is your audience resisting because they fear change?
Does the change you propose mean more work for them? Does it impact them in a negative
way? Understanding the consequences of your proposal for the parties involved may help you
tailor your pitch to your audience.

Sources: McGoon, (1995) and Stanley, (2002).
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Common Reasons for Resisting Change

Resisting change can be a source of conflict in the workplace. Let's discuss some of the common
reasons that people are resistant to change.

Disrupted Habits

People often resist change for the simple reason that change disrupts our habits. You may find that
for this simple reason, people sometimes are surprisingly outspoken when confronted with simple
changes such as updating to a newer version of a particular software or a change in their voice mail
system.

Personality

Some people are more resistant to change than others. Research shows that people who have a
positive self-concept are better at coping with change, probably because those who have high self-
esteem may feel that whatever the changes are, they are likely to adjust to it well and be successful
in the new system. People with a more positive self-concept and those who are more optimistic may
also view change as an opportunity to shine as opposed to a threat that is overwhelming. Finally,
risk tolerance is another predictor of how resistant someone will be to stress. For people who are risk
avoidant, the possibility of a change in technology or structure may be more threatening (Judge et
al,, 1999; Wanber & Banas, 2000).

Feelings of Uncertainty

Change inevitably brings feelings of uncertainty. You have just heard that your company is merging
with another. What would be your reaction? Such change is often turbulent, and it is often unclear
what is going to happen to each individual. Some positions may be eliminated. Some people may
see a change in their job duties. Things can get better—or they may get worse. The feeling that the
future is unclear is enough to create stress for people, because it leads to a sense of lost control
(Ashford et al., 1989; Fugate et al., 2008)

Fear of Failure

People also resist change when they feel that their performance may be affected under the new
system. People who are experts in their jobs may be less than welcoming of the changes, because
they may be unsure whether their success would last under the new system. Studies show that
people who feel that they can perform well under the new system are more likely to be committed
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to the proposed change, while those who have lower confidence in their ability to perform after
changes are less committed (Herold et al., 2007).

Personal Impact of Change

It would be too simplistic to argue that people resist all change, regardless of its form. In fact, people
tend to be more welcoming of change that is favorable to them on a personal level (such as giving
them more power over others, or change that improves quality of life such as bigger and nicer
offices). Research also shows that commitment to change is highest when proposed changes affect
the work unit with a low impact on how individual jobs are performed (Fedor et al,, 2006).

Prevalence of Change

Any change effort should be considered within the context of all the other changes that are
introduced in a company. Does the company have a history of making short-lived changes? If
the company structure went from functional to product-based to geographic to matrix within the
past 5 years, and the top management is in the process of going back to a functional structure
again, a certain level of resistance is to be expected because people are likely to be fatigued as a
result of the constant changes. Moreover, the lack of a history of successful changes may cause
people to feel skeptical toward the newly planned changes. Therefore, considering the history of
changes in the company is important to understanding why people resist. Also, how big is the
planned change? If the company is considering a simple switch to a new computer program, such
as introducing Microsoft Access for database management, the change may not be as extensive
or stressful compared to a switch to an enterprise resource planning (ERP) system such as SAP
or PeopleSoft, which require a significant time commitment and can fundamentally affect how
business is conducted (Labianca et al., 2000; Rafferty & Griffin, 2006).

Perceived Loss of Power

One other reason why people may resist change is that change may affect their power and influence
in the organization. Imagine that your company moved to a more team-based structure, turning
supervisors into team leaders. In the old structure, supervisors were in charge of hiring and firing
all those reporting to them. Under the new system, this power is given to the team itself. Instead
of monitoring the progress the team is making toward goals, the job of a team leader is to provide
support and mentoring to the team in general and ensure that the team has access to all resources
to be effective. Given the loss in prestige and status in the new structure, some supervisors may resist
the proposed changes even if it is better for the organization to operate around teams.
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Case Study

See Appendix A: Case Studies

Case Study 3: OECollaboration

Adapted Works

“Creating and Maintaining Organizational Culture” in Organizational Behavior by University of
Minnesota is licensed under a Creative Commons Attribution-NonCommercial-ShareAlike 4.0
International License, except where otherwise noted.

“Managing Change” in Principles of Management by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License, except where otherwise noted.

“Organizational Change” in Organizational Behaviour by Saylor Academy under a Creative
Commons Attribution-NonCommercial-ShareAlike 3.0 License without attribution as requested by
the work's original creator or licensor.

“Conflict and Negotiations” in Organizational Behaviour by OpenStax and is licensed under Creative
Commons Attribution 4.0 International License, except where otherwise noted.

“Employee Orientation and Training” in Principles of Management by Lisa Jo Rudy & Lumen
Learning and is licensed under Creative Commons Attribution 4.0 International License, except
where otherwise noted.
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3.3 Frameworks for Assessing
Organizational Culture

Which values characterize an organization’s culture? Even though culture may not be immediately
observable, identifying a set of values that might be used to describe an organization’s culture helps
us identify, measure, and manage culture more effectively. For this purpose, several researchers have
proposed various culture typologies. We will discuss four of these frameworks in this section.

In this section:

Organizational Culture Profile (OCP)
Service Cultures
Safety Cultures

- The Competing Values Framework (CVF)

Organizational Culture Profile (OCP)

One typology that has received a lot of research attention is the Organizational Culture Profile (OCP),
in which culture is represented by seven distinct values (Chatman & Jehn, 1991; O'Reilly, Chatman, &
Caldwell, 1991).
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Figure 3.6 Dimensions of Organizational Culture Profile (OCP). Adapted from information in O'Reilly,
C. A, lll, Chatman, J. A, & Caldwell, D. F. (1991). People and organizational culture: A profile
comparison approach to assessing person-organization fit. Academy of Management Journal, 34,
487-516. Image: University of Minnesota, Organizational Behavior, CC BY-NC-SA 4.0. Color altered

from original. [Click to enlarge]

Dimensions of Organizational Culture Profile: Detail-oriented, innovative, aggressive, outcome-

oriented, stable, people-oriented, and team-oriented

Innovative Cultures

According to the OCP framework, companies that have innovative cultures are flexible and
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adaptable, and experiment with new ideas. These companies are characterized by a flat hierarchy
in which titles and other status distinctions tend to be downplayed. In this company culture,
employees do not have bosses in the traditional sense, and risk taking is encouraged by celebrating
failures as well as successes (Deutschman, 2004). Companies such as W. L. Gore, Genentech Inc., and
Google encourage their employees to take risks by allowing engineers to devote 20% of their time to
projects of their own choosing (Deutschman, 2004; Morris et al., 2006).

Aggressive Cultures

Companies with aggressive cultures value competitiveness and outperforming competitors: By
emphasizing this, they may fall short in the area of corporate social responsibility. For example,
Microsoft Corporation is often identified as a company with an aggressive culture. The company has
faced a number of antitrust lawsuits and disputes with competitors over the years. In aggressive
companies, people may use language such as “We will kill our competition.” In the past, Microsoft
executives often made statements such as “We are going to cut off Netscape's air
supply...Everything they are selling, we are going to give away.” Its aggressive culture is cited as a
reason for getting into new legal troubles before old ones are resolved (Green et al,, 2004; Schlender,
1998). While Microsoft founder, Bill Gates, is no longer taking an active part in leadership in the
company and efforts have been made to reduce the aggressive nature of the culture, claims of
bullying and harassing behaviour are still making national headlines in the past few years.

Outcome-Oriented Cultures

The OCP framework describes outcome-oriented cultures as those that emphasize achievement,
results, and action as important values. Outcome-oriented cultures hold employees as well as
managers accountable for success and utilize systems that reward employee and group output. In
these companies, it is more common to see rewards tied to performance indicators as opposed to
seniority or loyalty. Research indicates that organizations that have a performance-oriented culture
tend to outperform companies that are lacking such a culture (Nohria et al, 2003). At the same
time, some outcome-oriented companies may have such a high drive for outcomes and measurable
performance objectives that they may suffer negative consequences. Companies over-rewarding
employee performance such as Enron Corporation and WorldCom experienced well-publicized
business and ethical failures. When performance pressures lead to a culture where unethical
behaviors become the norm, individuals see their peers as rivals and short-term results are rewarded;
the resulting unhealthy work environment serves as a liability (Probst & Raisch, 2005).

Stable Cultures

Stable cultures are predictable, rule-oriented, and bureaucratic. These organizations aim to
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coordinate and align individual effort for greatest levels of efficiency. When the environment is stable
and certain, these cultures may help the organization be effective by providing stable and constant
levels of output (Westrum, 2004). These cultures prevent quick action, and as a result may be a
misfit to a changing and dynamic environment. Public sector institutions may be viewed as stable
cultures.

People-Oriented Cultures

People-oriented cultures value fairness, supportiveness, and respect for individual rights. These
organizations truly live the mantra that “people are their greatest asset.” In addition to having fair
procedures and management styles, these companies create an atmosphere where work is fun
and employees do not feel required to choose between work and other aspects of their lives. In
these organizations, there is a greater emphasis on and expectation of treating people with respect
and dignity (Erdogan et al., 2006). One study of new employees in accounting companies found
that employees, on average, stayed 14 months longer in companies with people-oriented cultures
(Sheridan, 1992). Starbucks Corporation is an example of a people-oriented culture. The company
pays employees above minimum wage, offers health care and tuition reimbursement benefits to its
part-time as well as full-time employees, and has creative perks such as weekly free coffee for all
associates. As a result of these policies, the company benefits from a turnover rate lower than the
industry average (Weber, 2005; Motivation secrets, 2003). The company is routinely ranked as one of
the best places to work.

Team-Oriented Cultures

Companies with team-oriented cultures are collaborative and emphasize cooperation among
employees. For example, Southwest Airlines Company facilitates a team-oriented culture by cross-
training its employees so that they are capable of helping each other when needed. The company
also places emphasis on training intact work teams (Bolino & Turnley, 2003). In team-oriented
organizations, members tend to have more positive relationships with their coworkers and
particularly with their managers (Erdogan et al., 2006).

Detail-Oriented Cultures

Organizations with detail-oriented cultures are characterized in the OCP framework as emphasizing
precision and paying attention to details. Such a culture gives a competitive advantage to
companies in the hospitality industry by helping them differentiate themselves from others.
McDonald’s Corporation specifies in detail how employees should perform their jobs by including
photos of exactly how French fries and hamburgers should look when prepared properly (Fitch,
2004, Ford & Heaton, 2001; Kolesnikov-Jessop, 2005; Markels, 2007).
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Service Culture

Service culture is not one of the dimensions of the CVF or the OCP, but given the importance of the
retail industry in the overall economy, having a service culture can make or break an organization.
Some of the organizations we have illustrated in this section, such as Nordstrom, Southwest Airlines,
Ritz-Carlton, and Four Seasons are also famous for their service culture. In these organizations,
employees are trained to serve the customer well, and cross-training is the norm. Employees are
empowered to resolve customer problems in ways they see fit. Because employees with direct
customer contact are in the best position to resolve any issues, employee empowerment is truly
valued in these companies.

What differentiates companies with service culture from those without such a culture may be the
desire to solve customer-related problems proactively. In other words, in these cultures employees
are engaged in their jobs and personally invested in improving customer experience such that they
identify issues and come up with solutions without necessarily being told what to do. For example,
a British Airways baggage handler noticed that first-class passengers were waiting a long time
for their baggage, whereas stand-by passengers often received their luggage first. Noticing this
tendency, a baggage handler notified his superiors about this problem, along with the suggestion to
load first-class passenger luggage last (Ford & Heaton, 2001). This solution was successful in cutting
down the wait time by half. Such proactive behavior on the part of employees who share company
values is likely to emerge frequently in companies with a service culture.

Safety Culture

Some jobs are safety sensitive. For example, logger, aircraft pilot, fishing worker, steel worker, and
roofer are among the top 10 most dangerous jobs in the United States (Christie, 2005). In
organizations where safety-sensitive jobs are performed, creating and maintaining a safety culture
provides a competitive advantage, because the organization can reduce accidents, maintain high
levels of morale and employee retention, and increase profitability by cutting workers' compensation
insurance costs. Some companies suffer severe consequences when they are unable to develop
such a culture. For example, British Petroleum experienced an explosion in their Texas City, Texas,
refinery in 2005, which led to the death of 15 workers while injuring 170. In December 2007, the
company announced that it had already depleted the $1.6-billion fund to be used in claims for
this explosion (Tennissen, 2007). A safety review panel concluded that the development of a safety
culture was essential to avoid such occurrences in the future (Hofmann, 2007). In companies that
have a safety culture, there is a strong commitment to safety starting at management level and
trickling down to lower levels. Managers play a key role in increasing the level of safe behaviors
in the workplace, because they can motivate employees day-to-day to demonstrate safe behaviors
and act as safety role models. A recent study has shown that in organizations with a safety culture,
leaders encourage employees to demonstrate behaviors such as volunteering for safety committees,
making recommendations to increase safety, protecting coworkers from hazards, whistleblowing,
and in general trying to make their jobs safer (Hofman et al., 2003; Smith, 2007).
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The Competing Values Framework

The Competing Values Framework (CVF) is one of the most cited and tested models for diagnosing
an organization'’s cultural effectiveness and examining its fit with its environment. The CVF, shown in
Figure 3.7 has been tested for over 30 years; the effectiveness criteria offered in the framework were
discovered to have made a difference in identifying organizational cultures that fit with particular
characteristics of external environments (Cameron et al,, 2014; Cameron & Quinn, 2006).

Competing Values Framework
Cameron & Quinn (1999)

Flexibility
Clan Adhocracy
Family Dynamic
Mentoring Entrepreneurial
Nurturing Risk-taking
§ Participation Values innovation X
2 @
- :
= S
c Hierarchy Market g
Structure Results oriented
Control Competition
Coordination Achievement
Efficiency Gets the job done

Stability and control

Figure 3.7 The Competing Values Framework. Source: Adapted from K. Cameron and R. Quinn, 1999.
Diagnosing and Changing Organizational Culture, Addison-Wesley, p. 32. Image: University of
Minnesota, Principles of Management, CC BY 4.0. Color altered from original. [Click to enlarge]

The two axes in the framework, external focus versus internal focus, indicate whether or not the
organization’s culture is externally or internally oriented. The other two axes, flexibility versus stability
and control, determine whether a culture functions better in a stable, controlled environment or
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a flexible, fast-paced environment. Combining the axes offers four cultural types: (1) the dynamic,
entrepreneurial Adhocracy Culture—an external focus with a flexibility orientation; (2) the people-
oriented, friendly Clan Culture—an internal focus with a flexibility orientation; (3) the process-
oriented, structured Hierarchy Culture—an internal focus with a stability/control orientation; and
(4) the results-oriented, competitive Market Culture—an external focus with a stability/control
orientation.

The Adhocracy Culture

The adhocracy culture profile of an organization emphasizes creating, innovating, visioning the
future, managing change, risk-taking, rule-breaking, experimentation, entrepreneurship, and
uncertainty. This profile culture is often found in such fast-paced industries as filming, consulting,
space flight, and software development. Facebook and Google's cultures also match these
characteristics (Yu & Wu, 2009). It should be noted, however, that larger organizations may have
different cultures for different groupings of professionals, even though the larger culture is still
dominant. For example, a different subculture may evolve for hourly workers as compared to PhD
research scientists in an organization.

The Clan Culture

The Clan Culture type focuses on relationships, team building, commitment, empowering human
development, engagement, mentoring, and coaching. Organizations that focus on human
development, human resources, team building, and mentoring would fit this profile. This type of
culture fits Tom's of Maine, which has strived to form respectful relationships with employees,
customers, suppliers, and the physical environment.

The Hierarchy Culture

The Hierarchy Culture emphasizes efficiency, process and cost control, organizational improvement,
technical expertise, precision, problem solving, elimination of errors, logical, cautious and
conservative, management and operational analysis, and careful decision-making. This profile would
suit a company that is bureaucratic and structured, such government agencies.

The Market Culture

The Market Culture focuses on delivering value, competing, delivering shareholder value, goal
achievement, driving and delivering results, speedy decisions, hard driving through barriers,
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directive, commanding, and getting things done. This profile suits a marketing-and-sales-oriented
company that works on planning and forecasting but also getting products and services to market
and sold. Oracle under the dominating, hard-charging executive chairman Larry Ellison
characterized this cultural fit.

Adapted Works

“Characteristics of Organizational Culture” in Organizational Behavior by University of Minnesota is
licensed under a Creative Commons Attribution-NonCommercial-ShareAlike 4.0 International
License, except where otherwise noted.

“Corporate Cultures” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.
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3.4 Organizational Codes and
Discipline

In this section:

Organizational Codes
Progressive Discipline
Termination

Organizational Codes

While culture can be a powerful mechanism of behavioural control within organizations, often
these standards are often outlined in company codes. Formalization is the extent to which policies,
procedures, job descriptions, and rules are written and explicitly articulated. In other words,
formalized structures are those in which there are many written rules and regulations. These
structures control employee behavior using written rules, and employees have little autonomy to
make decisions on a case-by-case basis. Formalization makes employee behavior more predictable.
Whenever a problem at work arises, employees know to turn to a handbook or a procedure
guideline. Therefore, employees respond to problems in a similar way across the organization, which
leads to consistency of behavior.

Part of managing conflict in the workplace is having clear expectations for employees’ behaviour
and methods of recourse if these expectations are not being met. Having codes of conduct, policies
and procedures can help all parties to navigate a variety of circumstances including interpersonal
conflicts, ethical violations, and instances of workplace incivility like harassment, bullying or
discrimination. These policies and procedures should adhere to principles of basic human rights
(e.g., the Canadian Charter of Rights and Freedoms and the Ontario Human Rights Code), federal
and provincial labour laws, and also conditions in the collective bargaining agreement if one is in
place.
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Types of Codes

Here are some examples of types of codes that you might encounter within an organization:

Professional Codes of Ethics. Professions such as engineering and accounting have developed
codes of ethics. These set forth the ideals of the profession as well as more mundane
challenges faced by members. Engineering codes, for example, set forth service to humanity as
an ideal of the profession. But they also provide detailed provisions to help members recognize
conflicts of interest, issues of collegiality, and confidentiality responsibilities.

Corporate Codes of Ethics. Corporate codes are adopted by many companies to provide
guidelines on particularly sticky issues (When does a gift become a bribe?) They also set forth
provisions that express the core values of the corporation. These lengthy codes with detailed
provisions support a compliance approach to organizational discipline.

Corporate Credos. Some companies have shortened their lengthy codes into a few general
provisions that form a creed.

Statements of Values. Some companies express their core value commitments in Statements
of Values. These form the basis of values-based decision-making. While codes of ethics clearly
establish minimum standards of acceptable conduct, Statements of Values outline the
aspirations that can drive companies toward continuous improvement.

Functions of Codes

Codes and policies can serve a number of functions within the organization including the following:

Discipline. This function gets all the attention. Most codes are set forth to establish clearly and
forcefully an organization’s standards, especially its minimum standards of acceptable conduct.
Having established the limits, organizations can then punish those who exceed them.

Educate. This can range from disseminating standards to enlightening members. Company A's
employees learned that anything over $100 was a bribe and should not be accepted. But
engineers learn that their fundamental responsibility is to hold paramount public safety, health,
and welfare. Codes certainly teach minimum standards of conduct, but they can help a
community to articulate and understand their highest shared values and aspirations.

Inspirate. Codes can set forth ideals in a way that inspires a community’s members to strive for
excellence. They can be written to set forth the aspirations and value commitments that
express a community’s ideals. They can point a community toward moral excellence.

Stimulate Dialogue. Engineering professional codes of ethics have changed greatly over the
last 150 years. This has been brought about by a vigorous internal debate stimulated by these
very codes. Members debate controversial claims and work to refine more basic statements.
Empower and Protect. Codes empower and protect those who are committed to doing the
right thing. If an employer orders an employee to do something that violates that employee’s
ethical or professional standards, the code provides a basis for saying, “No!“. Since codes
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establish and disseminate moral standards, they can provide the structure to convert personal
opinion into reasoned professional judgment. To reiterate, they provide support to those who
would do the right thing, even under when there is considerable pressure to do the opposite.
Codes capture or express a community’s identity. They provide the occasion to identify, foster
commitment, and disseminate the values with which an organization wants to be identified
publicly. These values enter into an organization’s core beliefs and commitments forming an
identify-conferring system. By studying the values embedded in a company’s code of ethics,
observing the values actually displayed in the company's conduct, and looking for
inconsistencies, the observer can gain insight into the core commitments of that company.
Codes express values that, in turn, reveal a company’s core commitments, or (in the case of a
hypocritical organization) those values that have fallen to the wayside as the company has
turned to other value pursuits.

Difficulties with Codes

The following objections note some of the difficulties with codes:

Codes can undermine moral autonomy by habituating us to act from motives like deference
to external authority and fear of punishment. We get out of the habit of making decisions for
ourselves and fall into the habit of deferring to outside authority.

Codes often fail to guide us through complex situations. Inevitably, gaps arise between
general rules and the specific situations to which they are applied; concrete situations often
present new and unexpected challenges that rules, because of their generality, cannot
anticipate. Arguing that codes should provide action recipes for all situations neglects the fact
that effective moral action requires more than just blind obedience to rules.

Codes of ethics can encourage a legalistic attitude that turns us away from the pursuit of
moral excellence and toward just getting by or staying out of trouble. For example, compliance
codes habituate us to striving only to maintain minimum standards of conduct. They fail to
motivate and direct action toward aspirations. Relying exclusively on compliance codes conveys
the idea that morality is nothing but staying above the moral minimum.

Want to learn more?

For best practices in creating and administering codes see this Employer's Toolkit:
Resources for Building an Inclusive Workplace. @
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Let's Practice: Exercise On Mission, Vision and Values

%

In this exercise, you will have an opportunity to explore the way an organization’s mission, vision and

Mission Impact on Business Practice and Employee Behavior

values influence their business practices and employee behavior—or not!

Your Task:

Select a business or organization that you're familiar with and conduct research to determine
their stated mission, vision and values.

Reflect on your experience with the company/organization. Do the statements ring true or
hollow? That is, do their business practices reflect the stated mission, vision and values?

Next, investigate to see if you can find any codes or policies regarding conflict management,
conflict resolution, bullying, harassment, etc.

Write a brief reflection identifying your selected organization’s mission, vision and values and your
opinion on the validity of the statements and policies. Support your position with a specific
example based on your personal experience or research. As always, include links to sources cited.

Source: Nina Burokas, Mission Impact on Business Practice and Employee Behavior. Lumen Learning.
Attribution 4.0 International (CC BY 4.0).

Progressive Discipline

According to Indiana University Organizational Development “Progressive discipline is the process
of using increasingly severe steps or measures when an employee fails to correct a problem after
being given a reasonable opportunity to do so. The underlying principle of sound progressive
discipline is to use the least severe action that you believe is necessary to correct the undesirable
situation” (Indiana University Human Resources, n.d.).

There are usually two reasons for disciplining employees: performance problems and misconduct.
Misconduct is generally the more serious problem as it is often deliberate, exhibited by acts of
defiance. In contrast, poor performance is more often the result of lack of training, skills, or
motivation. Performance problems can often be solved through coaching and performance
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management, while misconduct normally calls for progressive discipline. Sometimes extreme cases

of misconduct are grounds for immediate termination.

Consider This: Disciplinary Actions

Examples of Behaviours that May Require Disciplinary Action

Managers often cite the following behaviour when identifying what they perceive to
be poor worker performance or misconduct:

Lack of skills or knowledge

Lack of motivation

Poor attitude

Lack of effort or misconduct (working at a reduced speed, poor quality, tardiness, sleeping on the
job, wasting time)

Poor co-worker relations (arguing on the job, lack of cooperation)

Poor subordinate-supervisor relations (insubordination, lack of follow-through)

Inappropriate supervisor-subordinate relations (favouritism, withholding of key information,
mistreatment, abuse of power)

Mishandling company property (misuse of tools, neglect)

Harassment or workplace violence (verbal or physical abuse, threats, bullying)

Dishonesty

Disregard for safety practices (not wearing safety equipment, horseplay, carrying weapons on the
job, working under the influence of alcohol or drugs)

Appropriate Level of Discipline

It is important to determine the proper level of discipline in each situation. In other words, “the
punishment must fit the crime.” Company policies on discipline should strive for fairness by
adhering to these criteria:

Develop clear, fair rules and consequences.
Clearly communicate policies.

Conduct a fair investigation.

Balance consistency with flexibility.

Use corrective action, not punishment.
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Consistency in discipline is important. How others have been treated for similar infractions should
provide the primary basis for determining appropriate action, but there are several factors that may
justify increasing or decreasing the level of discipline:

The employee’s length of service

Previous record of performance and conduct

Whether the employee was provoked

Whether the misconduct was premeditated or a spur-of-the-moment lack of judgment (i.e,,
was it with or without intent?)

Whether the employee knew the rules and those rules have been consistently enforced on
others

Whether the employee acknowledges the mistake and shows remorse

After considering all of these factors, there still may be times when you believe it is best for the
business to terminate an employee, particularly if you determine that a particular person or situation
is likely to be a chronic problem. Paying the required severance, or termination pay, is a small cost
compared to the damage a problem employee can cause.

Steps of Progressive Discipline

Verbal Written

Suspension L
without pay . Termination

»

counselling warning

Figure 3.7 Steps of Progressive Discipline. Fanshawe College. Original Image, CC BY-NC-SA 4.0. [Click to
enlarge].

After each step before termination, the employee should be given an opportunity to correct the
problem or behaviour. If he or she fails to do so, the final step is taken: termination.

Step I: Verbal Counselling

Verbal counselling is usually the initial step. Verbal counselling sessions are used to bring a problem
to the attention of the employee before it becomes so serious that it has to become part of a written
warning and placed in the employee’s file.

The purpose of the initial discussion is to alleviate misunderstandings and clarify the direction for
necessary and successful correction. Most discipline problems can be solved at this stage if the
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matter is approached constructively and if the employee can be engaged in seeking solutions. This
is usually effective because most people don't want the disciplinary process to escalate.

Consider This: Counselling Session Tips

Below are some tips for conducting a verbal counselling session:

Conduct the counselling session in private. Keep the tone low-key, friendly yet
firm.
Tell the employee the purpose for the discussion. Identify the problems

specifically and ensure the employee understands expectations.

Have documentation available to serve as a basis for the discussion, but try not

to read from a list as this might lead the employee to feel defensive.

Seek input from the employee about his or her perceptions of causes of problems.

Where possible, identify solutions together. If this is not possible, clearly state your desired
solution.

Be sure the employee understands your expectations; ask them to describe the standard involved
and how he or she will behave to correct the problem.

Let the employee know that possible disciplinary action may follow if the problem is not
corrected.

Ask for a commitment from the employee to resolve the problem.

It isn't necessary to complete a formal document of the counselling session as it is considered an
informal step in progressive discipline. However, you may want to write a brief statement confirming
the subject matter discussed and the agreed-upon course of action to correct the problem. This can
be a useful reference later if further discipline is needed.

After an appropriate period, be sure to schedule a follow-up meeting with the employee. Provide
opportunities for two-way feedback and discussion. Let the employee know how he or she is
progressing and ask how the new procedures or behaviours are working.

Step 2: Written Warning

If the problem is not resolved, you will need to prepare the written warning. Include in the warning
information, responses, and commitments already made in the verbal counselling session.

The written warning has three parts:

A statement that the verbal discussion has occurred, which reviewed the employee’s history

125 | 3.4 Organizational Codes and Discipline



with respect to the problem. Be sure to include the date the verbal discussion took place.

A statement about the present, including a description of the current situation and including
the employee’s explanation or response. Use the “who, what, when” model to be sure you
include all necessary details.

A statement of the future, describing your expectations and the consequences of continued
failure to correct the problem. This step may be repeated in the future with stronger
consequence statements, so be clear on what the next step is. For example, this statement
might state that the situation “may lead to further disciplinary action” or, in a later warning,
“this is a final warning and failure to correct the problem will lead to discharge.”

Consider This: Written Warning

Tips for Creating a Written Warning

By documenting these conversations, you cover yourself in legal disputes that may
arise from terminations. Here are some guidelines for documenting written
warnings:

Clearly identify the performance issue that needs to be resolved.

Give the employee the opportunity to propose a solution to the issue with you.
Agree on the solution, and document what is going to change. Include a section on how the
employer will help the employee change the behaviour.

If appropriate, agree on a date when you will review the situation together, and ensure that the
performance issue has changed for the better.

Ensure that the employee understands the repercussions if the behaviour does not change. This
must also be documented on the progressive discipline form.

Both the employee and the employer should sign this written record of the conversation that
outlines the issue, the solution, and the timeline for the change.

Give the employee a copy of the written documentation for his or her own records.

Follow-up on the agreed-upon date.

Step 3: Suspension without Pay

Depending on the situation there are times when it is appropriate to suspend an employee and
times when it is not.
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The rules on suspending employees without pay may depend on the specific
situation, and, therefore, it is advised that employers review the provincial employment standards
(Ontario Employment Standards, BC Employment Standards Act, or other provincial employment
standards legislation) before carrying out a suspension without pay.

Step 4: Termination

If a problem is not resolved after appropriate warning, you may have to terminate an employee.
As well, there may be cases when you want to terminate an employee immediately before going
through steps 1to 3.

Employment standards legislation in most provinces establishes a three-month probationary period
during which an employee can be terminated for any reason, without notice. The only exceptions to
termination within the probation period are any reason deemed discriminatory under human rights
legislation, such as religious beliefs or nationality.

After the probationary period, the employer must have just cause for termination or otherwise
provide sufficient notice or severance. It is recommmended that you consult with your provincial
labour regulations to confirm what is deemed “just cause.” Poor work performance is not normally
considered just cause unless the progressive discipline process has been followed and the employee
has been given sufficient time to improve.

Just cause normally includes any of the following as grounds for immediate dismissal:

Theft, fraud, or embezzlement

Fighting

Working while under the influence of drugs or alcohol
Any conduct that threatens the safety of others*
Gross insubordination

*To learn more about warning signs of violence and best practices in designing and implementing
anti-violence workplace strategies see Workplace Violence: Preventing and Minimizing Tragedy.
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Termination

If you are going to terminate an employee, you must have all the pertinent documentation in order
and follow all the rules. If you do not, you risk legal repercussions for wrongful termination.If you
have a human resources department, it is advisable to discuss the termination process with them
beforehand. If your business is small and there is no formal human resources function, be sure you

follow the employment standards regulations for your jurisdiction. If you feel unsure about any rule,
you may want to contact a similar business that has a human resource department or the provincial
Employment Standards Branch for advice. In all termination cases, aim to preserve the dignity of the
employee and to have them leave with the feeling of being treated fairly and with respect. See the
suggestions below for additional guidelines for best practices when terminating an employee.

Let's Focus: Steps When Terminating an Employee

Regardless of the specific rules for your jurisdiction, you should follow these general
steps when terminating an employee:

A discussion with the employee must occur before a final determination is
reached. Inform the employee about the nature of the problem.

The employee must be given an opportunity to explain his or her action and to
provide information.

If the employee provides pertinent information, you must investigate where appropriate.

A written notice of termination must be prepared after the discussion and consideration of all
available information.

When you meet with the employee for the final termination meeting, hold it in a private location
where the employee will not have to walk past co-workers afterwards.

Have a witness or backup present in case the conversation gets heated.

Explain how the employee has continued to perform below expectations. Refer to warnings given
earlier.

Announce the termination.

Collect all property of the company, such as keys and uniforms.

Ensure that the employee’s hours of work are sent to the payroll department, and final cheques
and vacation pay are paid out according to the provincial regulations.

Inform the employee of any information they need to know, such as when the final pay cheque
will be ready if not already available, where to hand in keys and uniform, and if and when there
will be an exit interview.
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Adapted Works

“Organizational Structure and Change” in Organizational Behaviour by Saylor Academy is licenced
under a Creative Commons Attribution-NonCommercial-ShareAlike 3.0 Unported License without
attribution as requested by the work’s original creator or licensor.

Developing Codes of Ethics and Statements of Values by William Frey and Jose A. Cruz-Cruz is
licensed under a Creative Commmons Attribution 4.0 International License, except where otherwise
noted.

“Progressive Discipline and Termination Processes” in Human Resources in the Food Service and
Hospitality Industry by The BC Cook Articulation Committee is licensed under a Creative Commons
Attribution 4.0 International License, except where otherwise noted.
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3.5 Key Takeaways, Knowledge Check
and Key Terms

Key Takeaways

In this chapter, we learned that:

Organizational culture refers to a system of shared assumptions, values, and
beliefs that show employees what is appropriate and inappropriate behavior
Organizational culture consists of three levels: assumptions, values, and
artifacts.

Organizations vary in the strength of their culture. Strong organizational

cultures can be an organizing and controlling mechanism for organizations. Strong culture can
also lead to resistance to change.

Organization cultures are created by a variety of factors, including founders’ values and
preferences, industry demands, and early values, goals, and assumptions.

Culture is maintained through attraction-selection-attrition, new employee onboarding,
leadership, and organizational reward systems.

Organizations change in response to changes in the environment and in response to the way
decision makers interpret these changes.

When it comes to organizational change, one of the biggest obstacles is resistance to change.
People resist change because change disrupts habits, conflicts with certain personality types,
causes a fear of failure, can have potentially negative impacts, can result in a potential for loss of
power, and, when done too frequently, can exhaust employees.

There are a number of frameworks that can be used to assess and understand organizational
culture including Occupational Culture Profiles, service culture, safety culture, and the
Competing Values Framework.

In addition to organizational culture, codes and other policies can formalize the expectations for
behaviour at work.

Performance issues and misconduct can result in disciplinary action at work.

Discipline should match the level of offense. Unless there is just cause for immediate
termination, discipline should be progressive in nature starting with a conversation.

When designing and implementing codes in the workplace, it is important to be aware of
various legislation which outlines human rights and employment standards.
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Knowledge Check

Review your understanding of this chapter's key concepts by taking the interactive
quiz below.

@ An interactive H5P element has been excluded from this version of the text. You
can view it online here:

https://lecampusontario.pressbooks.pub/conflictmanagement/?p=98#h5p-5

|
8

Key Terms

Key terms from this chapter include:

Attrition

Competing Values Framework
Counterculture

Formalization

Mentor

Onboarding

Organizational culture
Organizational culture profile (OCP)
Progressive discipline

Safety culture

Service culture

Subculture
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CHAPTER 4: POWER AND POLITICS

Learning Objectives

In this chapter, we will:

Define power.
Contrast power, leadership, and authority.
Recognize symbols of managerial power.

Explain the relationship between power and dependency.
Review the bases of power.

Compare the different use of power bases and the likelihood that they will result in resistance,
compliance, or commitment.

Summarize common power tactics used in the workplace.

Define politics.

Identify individual and organizational antecedents of political behaviour,

Recognize common influence tactics and their outcomes.

Describe potential directions of influence.

Explore suggestions for how-to use power and politics ethically in the workplace.

Define bullying, harassment, and violence.

Recognize that bullying and harassment disproportionally impact some groups more than others.
Review types of bullying.

Compare response to bullying and harassment.

Identify the role or organizations in reducing and addressing bullying and harassment

In this chapter, we will examine organizational culture as it relates to conflict. Power and politics are
the lifeblood of most organizations. Most organizations are composed of coalitions and alliances of
different parties that continually compete for available resources. As a result, informed employees
need to understand power dynamics and their impact on conflict.

An awareness of the nature and pervasiveness of power and politics is essential for a better
understanding of how conflict can be prevented and managed. We will explore the importance
of professionalism and methods for engaging in power, politics, and conflict in an ethical manner.
Finally, we will explore extreme situations of conflict that take the form of bullying, harassment, and/
or workplace violence.
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Adapted Works

“Organizational Power and Politics” in Principles of Management by OpenStax is licensed under a
Creative Commons Attribution 4.0 International License, except where otherwise noted.
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4.1 Power

In this section:

Power

Bases of Power

Consequences of Power

Common Power Tactics in Organizations
Recourse for Conflict Within a Power Differential?

Power

We'll look at the aspects and nuances of power in more detail in this chapter, but to begin, we will
define power as follows:

Power can be defined as an interpersonal relationship in which one individual (or group) has the
ability to cause another individual (or group) to take an action that would not be taken otherwise.

In other words, power involves one person changing the behavior of another. It is important to note
that in most organizational situations, we are talking about implied force to comply, not necessarily
actual force. That is, person A has power over person B if person B believes that person A can, in fact,
force person B to comply.

Power distribution is usually visible within organizations. For example, Salancik and Pfeffer (1989)
gathered information from a company with 21 department managers and asked 10 of those
department heads to rank all the managers according to the influence each person had in the
organization. Although ranking 21 managers might seem like a difficult task, all the managers were
immediately able to create that list. When Salancik and Pfeffer compared the rankings, they found
virtually no disagreement in how the top 5 and bottom 5 managers were ranked. The only slight
differences came from individuals ranking themselves higher than their colleagues ranked them.
The same findings held true for factories, banks, and universities.
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Power, Authority, and Leadership

Clearly, the concept of power is closely related to the concepts of authority and leadership (see
Figure 4.1 below). In fact, power has been referred to by some as “informal authority,” whereas
authority has been called “legitimate power.” However, these three concepts are not the same, and
important differences among the three should be noted (Mintzberg, 1983; House, 1988).

Power

Authority <= » Leadership

Figure 4.1 Three Major Types of Influence. Image: Rice University, Organizational Behavior, CC
BY-NC-SA 4.0. Color altered from original. [Click to enlarge].

As stated previously, power represents the capacity of one person or group to secure compliance
from another person or group. Nothing is said here about the right to secure compliance—only
the ability. In contrast, authority represents the right to seek compliance by others; the exercise of
authority is backed by legitimacy. If a manager instructs an employee to complete a task that is a
part of their assigned duties, they presumably have the authority to make such a request. However,
if the same manager asked the employee to run personal errands, this would be outside the bounds
of the legitimate exercise of authority. Although the employee may still act on this request, this
compliance would be based on power or influence considerations, not authority.

Hence, the exercise of authority is based on group acceptance of someone's right to exercise
legitimate control. As Grimes notes, “What legitimates authority is the promotion or pursuit of
collective goals that are associated with group consensus. The polar opposite, power, is the pursuit
of individual or particularistic goals associated with group compliance” (Grimes, 1978, p. 726)

Finally, leadership is the ability of one individual to elicit responses from another person that go
beyond required or mechanical compliance. It is this voluntary aspect of leadership that sets it
apart from power and authority. Hence, we often differentiate between headship and leadership. A
department head may have the right to require certain actions, whereas a leader has the ability to
inspire certain actions. Although both functions may be served by the same individual, such is clearly
not always the case.
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Krista's Book Club Recommendation: Gentle Power

In her 2023 book Gentle Power: A Revolution in How We Think, Lead and Succeed
Using the Finnish Art of Sisu, Dr. Emilia Elisabeth Lahti offers suggestions about how
to balance power with compassion. Lahti describes her approach: “Sisu is a Finnish %
word for determination and inner fortitude in the face of extreme adversity. Gentle L
power is to apply sisu with wisdom and heart.”

Lahti notes that this model of gentle power is helpful for everyone — not just high-

power executives. This book also touches on the self and the importance of self-care. If you've struggled
with discomfort around exercising power because the idea is integrally tied to toxic dominance and
aggression, this book might be helpful in helping you think about your own power in a different way.
Students may also be interested in her TEDx Talk introducing the concept of Sisu.

References

Lahti, E. E. (2023). Home. https:/mwww.sisulab.com/

Lahti, E. E. (2023). Gentle power is in the bookstores. https:/Awww.sisulab.com/my-work

Lahti. E. E. (2014). Sisu - Transforming barriers into frontiers. TEDXTurku. https://www.youtube.com/
watch?v=UTlizGyf5kU

Symbols of Managerial Power

How do we know when a manager has power in an organizational setting? Harvard professor
Rosabeth Moss Kanter (2004) has identified several of the more common symbols of managerial
power. For example, managers have power to the extent that they can intercede favorably on behalf
of someone in trouble with the organization. Have you ever noticed that when several people
commit the same mistake, some don't get punished? Perhaps someone is watching over them.

Moreover, managers have power when they can get a desirable placement for a talented
subordinate or get approval for expenditures beyond their budget. Other manifestations of power
include the ability to secure above-average salary increases for subordinates and the ability to get
items on the agenda at policy meetings.

And we can see the extent of managerial power when someone can gain quick access to top
decision makers or can get early information about decisions and policy shifts. In other words, who
can get through to the boss, and who cannot? Who is “connected,” and who is not?

Finally, power is evident when top decision makers seek out the opinions of a particular manager
on important questions. Who gets invited to important meetings, and who does not? Who does the
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boss say “hello” to when they enter the room? Through such actions, the organization sends clear
sighals concerning who has power and who does not. In this way, the organization reinforces or at
least condones the power structure in existence.

Relationship Between Dependency and Power

Dependency is directly related to power. The more that a person or unit is dependent on you,
the more power you have. The strategic contingencies model provides a good description of how
dependency works. According to the model, dependency is power that a person or unit gains from
their ability to handle actual or potential problems facing the organization (Saunders, 1990). You
know how dependent you are on someone when you answer three key guestions surrounding
scarcity, importance, and substitutability. Let's learn more about each of these criteria.

Scarcity

Recall back to our definition of conflict in Chapter 1. Scarcity (actual or perceived) is often involved
in conflict. In the context of dependency, scarcity refers to the uniqueness of a resource. The more
difficult something is to obtain, the more valuable it tends to be. Effective persuaders exploit this
reality by making an opportunity or offer ssem more attractive because it is limited or exclusive. They
might convince you to take on a project because “it's rare to get a chance to work on a new project
like this,” or “You have to sign on today because if you don't, | have to offer it to someone else.”

Importance

Importance refers to the value of the resource. The key question here is “How important is this?” If
the resources or skills you control are vital to the organization, you will gain some power. Think back
to our discussion of negotiation. The more vital the resources that you control are, the more power
you will have. For example, if Kecia is the only person who knows how to fill out reimbursement
forms, it is beneficial that you are able to work with her, if you place importance on getting your
personal expense reports processed in a timely fashion.

Substitutability

Finally, substitutability refers to one’s ability to find another option that works as well as the one
offered. The question around whether something is substitutable is “How difficult would it be for me
to find another way to this?” The harder it is to find a substitute, the more dependent the person
becomes and the more power someone else has over them. If you are the only person who knows
how to make a piece of equipment work, you will be very powerful in the organization. This is true
unless another piece of equipment is brought in to serve the same function. At that point, your
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power would diminish. Similarly, countries with large supplies of crude oil have traditionally had
power to the extent that other countries need oil to function.

Figure 4.2 Possessing any of the three aspects of a resource could make others depend on you, two
would make you extremely needed, and having all three could make you indispensable. Image:
Saylor Academy, Organizational Behavior, CC BY-NC-SA 3.0. Color altered from original. [Click to

enlarge].

Bases of Power

Having power and using power are two different things. What are the sources of one's power
over others? Researchers identified six sources of power, which include legitimate, reward, coercive,

expert, information, and referent (French & Raven, 1960).
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Legitimate Power

Legitimate power is power that comes from one's organizational role or position. It is synonymous
with authority. For example, a manager can assign projects, a police officer can arrest a citizen, and
a teacher assigns grades. Others comply with the requests these individuals make because they
accept the legitimacy of the position, whether they like or agree with the request or not.

Legitimate power derives from three sources. First, prevailing cultural value, accepted social
structures, and designation are all ways that power can be assigned to a group. Whatever the reason,
people exercise legitimate power because others assume they have a right to exercise it.

Reward Power

Reward power is the ability to grant a reward, such as an increase in pay, a perk, or an attractive job
assignment. Reward power tends to accompany legitimate power and is highest when the reward
is scarce. Anyone can wield reward power, however, in the form of public praise or giving someone
something in exchange for their compliance.

Coercive Power

Coercive power is the ability to take something away or punish someone for honcompliance.
Coercive power often works through fear, and it forces people to do something that ordinarily
they would not choose to do. The most extreme example of coercion is government dictators who
threaten physical harm for noncompliance.

As Kipnis (1976) points out, coercive power does not have to rest on the threat of violence. “Individuals
exercise coercive power through a reliance upon physical strength, verbal facility, or the ability to
grant or withhold emotional support from others. These bases provide the individual with the means
to physically harm, bully, humiliate, or deny love to others.” (p. 77) Examples of coercive power
in organizations include the ability (actual or implied) to fire or demote people, transfer them to
undesirable jobs or locations, or strip them of valued perquisites. Indeed, it has been suggested that
a good deal of organizational behavior (such as prompt attendance, looking busy, avoiding whistle-
blowing) can be attributed to coercive power.

Expert Power

Expert power comes from knowledge and skill. In an organization include long-time employees,
such as a steelworker who knows the temperature combinations and length of time to get the best
yields have expert power. Examples of expert power can be seen in staff specialists in organizations
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(e.g., accountants, labor relations managers, management consultants, and corporate attorneys). In
each case, the individual has credibility in a particular—and narrow—area as a result of experience
and expertise, and this gives the individual power in that domain.

Information Power

Information power is similar to expert power but differs in its source. Experts tend to have a vast
amount of knowledge or skill, whereas information power is distinguished by access to specific
information. For example, knowing price information gives a person information power during
negotiations. Within organizations, a person’s social network can either isolate them from
information power or serve to create it. Individuals who are able to span boundaries and serve to

connect different parts of the organizations often have a great deal of information power.

Consider This: Authority & Knowledge Hierarchies

When discussing power, authority, and status, and who holds it in organizational and
other contexts, it is worthwhile considering knowledge hierarchies or
epistemological status, or, in other words, the ways we ascribe credibility/authority to
certain knowledge claims above others (do Mar Pereira, 2017).

For example, consider the ways knowledge is created and privileged in academic
spaces. Positivist approaches, such as what is often seen in the ‘hard sciences’ (using
quantitative methods, deduction, and experimentation), are generally positioned as objective (Park et
al., 2020; Rehman & Alharthi, 2016) compared with interpretivist approaches, which use tend to rely on
more inductive approaches and acknowledge and value subjectivities (Rechberg, 2018; Rehman &
Alharthi, 2016). Moreover, in many academic/institutional spaces, Western scientific/positivist
approaches are often valued and prioritized above interpretivist or other approaches (e.g. see Althaus,
2020); this can be evident in subtle and overt ways, such as in relative funding opportunities, prestige,
and other outcomes attached to the respective paradigms (e.g. see Anderson, 1995). These domains or
approaches represent distinct ways of viewing and doing things based around certain sets of
assumptions. Moreover, knowledge hierarchies can also occur along disciplinary, gendered (e.g. see
Anderson, 1995), and cultural boundaries (e.g. see Althaus, 2020).

Likewise, in many contexts, Western (and colonial) paradigms often shape the way many institutions
run (i.e. policies, administration, etc.) (Althaus, 2020). Because of the implicit assumptions and biases
within such knowledge claims, this can be a barrier to engagement, equity, and inclusion, as well as a
precipitating factor for conflict situations across various levels of conflict. However, more recently, with
greater attention given to equity, diversity, and inclusion (EDI) initiatives, knowledge systems and
approaches (e.g. Indigenous ways of knowing) that extend beyond the Western models are being
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valued for their unique and important contributions (Althaus, 2020; see also Bowers, 2012). Increased
collaboration and honouring of holistic and relational approaches and other Indigenous models could
have notable implications for a broad array of organizational spaces, systems, and skills, including in the
areas of intercultural competence, communication, and conflict management/resolution (Althaus,
2020; Duggan et al., 2013; see also Bowers, 2012) and can support some of the 94 Calls to Action in the
Truth and Reconciliation Commission of Canada: Calls to Action (TRCC, 2015).

Questions to Consider

What knowledge claims are prioritized in the spaces you inhabit?
How do you know?
Who benefits from this? Who doesn't?

Further, understanding knowledge hierarchies and epistemological status also 1) enables critical
thinking, 2) cultivates self-awareness of the self and others within broader systems, 3) challenges
assumptions and norms within institutional/organizational practices, and 4) creates space for us to
move beyond the traditional levels to consider greater complexity and understandings of power and
status, particularly within organizational/institutional spaces.
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Referent Power

Referent power stems from the personal characteristics of the person such as the degree to which
we like, respect, and want to be like them. Referent power is often called charissma—the ability
to attract others, win their admiration, and hold them spellbound. In work environments, junior
managers often emulate senior managers and assume unnecessarily subservient roles more
because of personal admiration than because of respect for authority.

Consequences of Power

We have seen, then, that at least six bases of power can be identified. In each case, the power of
the individual rests on a particular attribute of the power holder, the follower, or their relationship.
In some cases (e.g., reward power), power rests in the superior; in others (e.g., referent power), power
is given to the superior by the subordinate. In all cases, the exercise of power involves subtle and
sometimes threatening interpersonal consequences for the parties involved. In fact, when power is
exercised, employees have several ways in which to respond. These are shown in Figure 4.3.

Source of Continuum of Employee Cooperation
Leader - A N
Power  Resistance———— Compliance ————— Commitment

Coercion [
Reward [
Legitimate
expert
referent

Figure 4.3 Employee Reactions to Bases of Power. Rice University & OpenStax, Organizational
Behavior, CC BY-NC-SA 4.0. Color altered from original. [Click to enlarge].

If the subordinate accepts and identifies with the leader, his behavioral response will probably be
one of commitment. That is, the subordinate will be motivated to follow the wishes of the leader.
This is most likely to happen when the person in charge uses referent or expert power. Under these
circumstances, the follower believes in the leader’s cause and will exert considerable energies to help
the leader succeed.
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A second possible response is compliance. This occurs most frequently when the subordinate feels
the leader has either legitimate power or reward power. Under such circumstances, the follower will
comply, either because it is perceived as a duty or because a reward is expected; but commitment
or enthusiasm for the project is lacking.

Finally, under conditions of coercive power, subordinates will more than likely use resistance. Here,
the subordinate sees little reason—either altruistic or material—for cooperating and will often
engage in a series of tactics to defeat the leader’s efforts.

Positive and Negative Consequences of Power

Power has both positive and negative consequences. On one hand, powerful CEOs can align an
entire organization to move together to achieve goals. Amazing philanthropists such as Paul Farmer,
a doctor who brought hospitals, medicine, and doctors to remote Haiti, and Greg Mortenson, a
mountaineer who founded the Central Asia Institute and built schools across Pakistan, draw on
their own power to organize others toward lofty goals; they have changed the lives of thousands of
individuals in countries around the world for the better (Kidder, 2004: Mortenson & Relin, 2006). On
the other hand, autocracy can destroy companies and countries alike. The phrase, “Power tends to
corrupt, and absolute power corrupts absolutely” was first said by English historian John Emerich
Edward Dalberg, who warned that power was inherently evil and its holders were not to be trusted.
History shows that power can be intoxicating and can be devastating when abused. One reason that
power can be so easily abused is because individuals are often quick to conform.

Common Power Tactics in Organizations

Here, we look at some of the more commonly used power tactics found in both business and public
organizations (Pfeffer, 2011).

Controlling Access to Information

Most decisions rest on the availability of relevant information, so persons controlling access to
information play a major role in decisions made. A good example of this is the commmon corporate
practice of pay secrecy. Only the personnel department and senior managers typically have salary
information—and power—for personnel decisions.
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Controlling Access to Persons

Another related power tactic is the practice of controlling access to persons. This can lead to
isolation, especially of individuals in upper levels of organizational hierarchy.

Selective Use of Objective Criteria

Very few organizational questions have one correct answer; instead, decisions must be made
concerning the most appropriate criteria for evaluating results. As such, significant power can be
exercised by those who can practice selective use of objective criteria that will lead to a decision
favorable to themselves. According to Herbert Simon, if an individual is permitted to select decision
criteria, they needn't care who actually makes the decision. Attempts to control objective decision
criteria can be seen in faculty debates in a university or college over who gets hired or promoted.
One group tends to emphasize teaching and will attempt to set criteria for employment dealing with
teacher competence, subject area, interpersonal relations, and so on. Another group may emphasize
research and will try to set criteria related to number of publications, reputation in the field, and so
on.

Controlling the Agenda

One of the simplest ways to influence a decision is to ensure that it never comes up for consideration
in the first place. There are a variety of strategies used for controlling the agenda. Efforts may be
made to order the topics at a meeting in such a way that the undesired topic is last on the list. Failing
this, opponents may raise a number of objections or points of information concerning the topic that
cannot be easily answered, thereby tabling the topic until another day.

Using Outside Experts

Still another means to gain an advantage is using outside experts. The unit wishing to exercise power
may take the initiative and bring in experts from the field or experts known to be in sympathy with
their cause. Hence, when a dispute arises over spending more money on research versus actual
production, we would expect differing answers from outside research consultants and outside
production consultants. Most consultants have experienced situations in which their clients fed
them information and biases they hoped the consultant would repeat in a meeting.
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Bureaucratic Gamesmanship

In some situations, the organizations own policies and procedures provide ammunition for power
plays, or bureaucratic gamesmanship. For instance, a group may drag its feet on making changes in
the workplace by creating red tape, work slowdowns, or “work to rule.” (Working to rule occurs when
employees diligently follow every work rule and policy statement to the letter; this typically results
in the organization’s grinding to a halt as a result of the many and often conflicting rules and policy
statements.) In this way, the group lets it be known that the workflow will continue to slow down
until they get their way.

Coalitions and Alliances

The final power tactic to be discussed here is that of coalitions and alliances. One unit can effectively
increase its power by forming an alliance with other groups that share similar interests. This
technique is often used when multiple labor unions in the same corporation join forces to gain
contract concessions for their workers. It can also be seen in the tendency of corporations within one
industry to form trade associations to lobby for their position. Although the various members of a
coalition need not agree on everything—indeed, they may be competitors—sufficient agreement on
the problem under consideration is necessary as a basis for action.

Although other power tactics could be discussed, these examples serve to illustrate the diversity
of techniques available to those interested in acquiring and exercising power in organizational
situations.

Recourse for Conflict Within a Power Differential?

Various conflict prevention, reduction, management, and resolution strategies are discussed
throughout the textbook, including many that may still be relevant despite the power differential.
Still, power dynamics can pose additional challenges, for instance, when one party is
disproportionately impacted by the conflict and they are disempowered because of a power
hierarchy/differential. If the typical strategies prove ineffective and/or the situation is severe (i.e.
includes bullying, harassment, or violence), there can be other options, including the following:

relying on the organizations/institutions own texts, such as policies and procedures, job
descriptions, and/or a Collective Agreement
consulting with the organization’s human resources department, the employee union, or the

EDI office (where relevant)

Sometimes, institutional policies and practices create and/or enable problematic hierarchies. In this

145 | 4.1 Power



case, it can be useful or sometimes even necessary to find support outside of the organization. For
example, leaning on more authoritative texts might be helpful:

Occupational Health and Safety Act

Public Services Health & Safety Association
Canadian Centre for Occupational Health and Safety
Ontario Human Rights Commission

Seeking legal counsel (independent of the organization) can be another option; nonetheless, as
Ahmed (2021) states, “complaints have consequences” (p. 272). Sometimes the situation improves,
sometimes it stays the same, and sometimes it gets worse (and sometimes it gets worse before
it gets better). The outcomes can be complex and dependent on numerous factors. Ahmed also
discusses the notion of collective complaints to share experiences and to increase the weight of the
complaint.

Whistleblowing can offer recourse in some situations. Whistleblowing is defined as “disclosure by
organization members (former or current) of illegal, immoral or illegitimate practices under the
control of their employers, to persons or organizations that may be able to effect action” (Micelli
& Near, 1984). Roberts et al. (2011) wrote a guide for public sector organizations to set up systems
and procedures for dealing with public interest whistleblowing. Additionally, the Office of the Public
Sector Integrity Commissioner of Canada (2016) commissioned a report discussing the very real fear
of reprisal that can exist alongside whistleblowing, in addition to evidence-informed strategies that
organizations can adopt to increase safety for those exposing wrongdoing. Still, good resources for

individuals who are considering whistleblowing in ways that minimize personal risk are harder to
come by.

Krista's Book Club Recommendation: Complaint!

Ahmed’s (2021) Complaint! explores circumstances and outcomes of complaints
against harassment, bullying, violence, and other uses and abuses of power in
institutional contexts (particularly in post-secondary academic institutions). Ahmed %
shares lived experiences from students and faculty about the power imbalances that L
occur and the outcomes of complaints. This book highlights the costs of raising a

complaint, the institutional processes that hide issues under a blanket of
confidentiality, and how the policies and procedures within institutions can perpetuate structural
violence.
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Case Study

See Appendix A: Case Studies

Case Study 4: The Ohio Connection

Adapted Works

Ahmed, S. (2021). Complaint!. Duke University Press.
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requested by the work’s original creator or licensor.
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4.2 Politics and Influence

In this section:

Organizational Politics
Reasons for Political Behaviour
Influence

Organizational Politics

Organizational politics are informal, unofficial, and sometimes behind-the-scenes efforts to sell
ideas, influence an organization, increase power, or achieve other targeted objectives (Brandon &
Seldman, 2004: Hochwarter et al., 2000). Politics has been around for millennia. Aristotle wrote that
politics stems from a diversity of interests, and those competing interests must be resolved in some
way. “Rational” decision making alone may not work when interests are fundamentally incongruent,
so political behaviors and influence tactics arise.

Another definition of politics was offered by Lasswell (1936), who described it as who gets what,
when, and how. Even from this simple definition, one can see that politics involves the resolution
of differing preferences in conflicts over the allocation of scarce and valued resources. Politics
represents one mechanism to solve allocation problems when other mechanisms, such as the
introduction of new information or the use of a simple majority rule, fail to apply.

For our purposes here, we will adopt Pfeffer’s (2011) definition of politics as involving “those activities
taken within organizations to acquire, develop, and use power and other resources to obtain one's
preferred outcomes in a situation in which there is uncertainty or dissensus about choices” (p. 8).

In comparing the concept of politics with the related concept of power, Pfeffer notes:
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If power is a force, a store of potential influence through which events can be affected,
politics involves those activities or behaviors through which power is developed and used in
organizational settings. Power is a property of the system at rest; politics is the study of power
in action. An individual, subunit or department may have power within an organizational
context at some period of time; politics involves the exercise of power to get something
accomplished, as well as those activities which are undertaken to expand the power already
possessed or the scope over which it can be exercised.

In other words, from this definition it is clear that political behavior is activity that is initiated for
the purpose of overcoming opposition or resistance. In the absence of opposition, there is no need
for political activity. Moreover, it should be remmembered that political activity need not necessarily
be dysfunctional for organization-wide effectiveness. In fact, many managers often believe that
their political actions on behalf of their own departments are actually in the best interests of the
organization as a whole.

Finally, we should note that politics, like power, is not inherently bad. In many instances, the survival
of the organization depends on the success of a department or coalition of departments challenging
a traditional but outdated policy or objective. That is why an understanding of organizational politics,
as well as power, is so essential for managers. As John Kotter (1985) wrote in Power and Influence,
“Without political awareness and skill, we face the inevitable prospect of becoming immersed in
bureaucratic infighting, parochial politics and destructive power struggles, which greatly retard
organizational initiative, innovation, morale, and performance.”

In our discussion about power, we saw that power issues (and conflict) often arise around scarce
resources. Organizations typically have limited resources that must be allocated in some way.
Individuals and groups within the organization may disagree about how those resources should be
allocated, so they may naturally seek to gain those resources for themselves or for their interest
groups, which gives rise to organizational politics. Simply put, with organizational politics, individuals
ally themselves with like-minded others in an attempt to win the scarce resources. They'll engage
in behavior typically seen in government organizations, such as bargaining, negotiating, alliance
building, and resolving conflicting interests.

Politics are a part of organizational life, because organizations are made up of different interests that
need to be aligned. In fact, 93% of managers surveyed reported that workplace politics exist in their
organization, and 70% felt that in order to be successful, a person has to engage in politics (Gandaz

In

& Murray, 1980). In the negative light, saying that someone is “political” generally stirs up images of
backroom dealing, manipulation, or hidden agendas for personal gain. A person engaging in these
types of political behaviors is said to be engaging in self-serving behavior that is not sanctioned by

the organization (Ferris et al,, 1996; Valle & Perrewe, 2000; Harris et al,, 2005; Randall et al., 1999).

Examples of these self-serving behaviors include bypassing the chain of command to get approval
for a special project, going through improper channels to obtain special favors, or lobbying high-level
managers just before they make a promotion decision. These types of actions undermine fairness
in the organization, because not everyone engages in politicking to meet their own objectives.
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Those who follow proper procedures often feel jealous and resentful because they perceive unfair
distributions of the organization’s resources, including rewards and recognition (Parker et al., 1995).

Researchers have found that if employees think their organization is overly driven by politics, the
employees are less committed to the organization (Maslyn & Fedor, 1998 Nye & Wit, 1993), have lower
job satisfaction (Ferris et al., 1996; Hochwarter et al., 2010; Kacmar et al., 1999) perform worse on the
job (Anderson, 1994), have higher levels of job anxiety (Ferris et al., 1996; Kacmar & Ferris, 1989), and
have a higher incidence of depressed mood (Byrne et al., 2005).

The negative side of organizational politics is more likely to flare up in times of organizational change
or when there are difficult decisions to be made and a scarcity of resources that breeds competition
among organizational groups. To minimize overly political behavior, company leaders can provide
equal access to information, model collaborative behavior, and demonstrate that political
maneuvering will not be rewarded or tolerated. Furthermore, leaders should encourage managers
throughout the organization to provide high levels of feedback to employees about their
performance. High levels of feedback reduce the perception of organizational politics and improve
employee morale and work performance (Rosen et al, 2006). Remember that politics can be a
healthy way to get things done within organizations.

Intensity of Political Behavior

Contemporary organizations are highly political entities. Indeed, much of the goal-related effort
produced by an organization is directly attributable to political processes. However, the intensity
of political behavior varies, depending upon many factors. For example, in one study, managers
were asked to rank several organizational decisions on the basis of the extent to which politics
were involved (Ganz & Murray, 1980). Results showed that the most political decisions (in rank order)
were those involving interdepartmental coordination, promotions and transfers, and the delegation
of authority. Such decisions are typically characterized by an absence of established rules and
procedures and a reliance on ambiguous and subjective criteria.

On the other hand, the managers in the study ranked as least political such decisions as personnel
policies, hiring, and disciplinary procedures. These decisions are typically characterized by clearly
established policies, procedures, and objective criteria.

On the basis of findings such as these, it is possible to develop a typology of when political behavior
would generally be greatest and least. This model is shown in Figure 4.3 below. As can be seen, we
would expect the greatest amount of political activity in situations characterized by high uncertainty
and complexity and high competition among employees or groups for scarce resources. The least
politics would be expected under conditions of low uncertainty and complexity and little
competition among employees over resources.
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Figure 4.4 Probability of Political Behavior in an Organization Source: Adapted from “The Use and
Abuse of Corporate Politics” by Don R. Beeman and Thomas W. Sharkey. Reprinted from Business
Horizons, March-April 1987. Image: Rice University & OpenStax, Organizational Behavior, CC
BY-NC-SA 4.0. Color altered from original. [Click to enlarge].

Reasons for Political Behaviour

We can trace the source of political behaviour back to a number of ancedents. We will broadly define
these as individual factors and organizational factors.
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Figure 4.5 Individual and organizational antecedents can both lead to political behavior. Image:
Saylor Academy, Organizational Behavior, CC BY-NC-SA 3.0. Color altered from original. [Click to
enlarge].

Individual Antecedents of Political Behaviour

Individual antecedents of political behaviour include political skills, locus of control, investment in
the organization and expectation of success. Let's talk about each.

Political Skill

Political skill refers to peoples’ interpersonal style, including their ability to relate well to others, self-
monitor, alter their reactions depending upon the situation they are in, and inspire confidence and
trust (Ferris et al., 2000). Researchers have found that individuals who are high on political skill are
more effective at their jobs or at least in influencing their supervisors' performance ratings of them
(Ferris et al.,, 1994: Kilduff & Day, 1994).

Internal Locus of Control

Individuals who are high in internal locus of control believe that they can make a difference in
organizational outcomes. They do not leave things to fate. Therefore, we would expect those high in
internal locus of control to engage in more political behavior. Research shows that these individuals
perceive politics around them to a greater degree (Valle & Perrewe, 2000).
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Investment in the Organization

Investment in the organization is also related to political behavior. If a person is highly invested in an
organization either financially or emotionally, they will be more likely to engage in political behavior
because they care deeply about the fate of the organization.

Expectations of Success

Finally, expectations of success also matter. When a person expects that they will be successful in
changing an outcome, they are more likely to engage in political behavior. Think about it: If you know
there is no chance that you can influence an outcome, why would you spend your valuable time and
resources working to effect change? You wouldn’t. Over time you'd learn to live with the outcomes
rather than trying to change them (Bandura, 1996).

Organizational Antecedents

In additional to characteristics of an individual, we can also observe political behaviour that is rooted
in the nature of the organization and its culture. Relevant factors include scarcity of resources, role
ambiguity, performance evaluations, promotions, and democratic decision making.

Scarcity of Resources

Scarcity of resources breeds politics. When resources such as monetary incentives or promotions are
limited, people see the organization as more political. When resources are are scarce and allocation
decisions must be made. If resources were ample, there would be no need to use politics to claim
one's “share.”

Periods of organizational change also present opportunities and politics. Efforts to restructure a
particular department, open a new division, introduce a new product line, and so forth, are
invitations to all to join the political process as different factions and coalitions fight over territory
and resources.

Ambiguity

Any type of ambiguity can relate to greater organizational politics. When the goals of a department
or organization are ambiguous, more room is available for politics. As a result, members may pursue
personal gain under the guise of pursuing organizational goals. For example, role ambiguity allows
individuals to negotiate and redefine their roles. This freedom can become a political process.
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Research shows that when people do not feel clear about their job responsibilities, they perceive the
organization as more political (Muhammad, 2007).

In general, political behavior is increased when the nature of the internal technology is nonroutine
and when the external environment is dynamic and complex. Under these conditions, ambiguity
and uncertainty are increased, thereby triggering political behavior by groups interested in pursuing
certain courses of action.

Performance Evaluations

Ambiguity also exists around performance evaluations and promotions. These human resource
practices can lead to greater political behavior, such as impression management, throughout the
organization.

Democratic Decision-Making

As you might imagine, democratic decision-making leads to more political behavior. Since many
people have a say in the process of making decisions, there are more people available to be
influenced.

With respect to decision-making, non-programmed decisions can result in political behaviour.
When decisions are not programmed, conditions surrounding the decision problem and the
decision process are usually more ambiguous, which leaves room for political maneuvering.
Programmed decisions, on the other hand, are typically specified in such detail that little room for
maneuvering exists. Hence, we are likely to see more political behavior on major questions, such as
long-range strategic planning decisions.

Because most organizations today have scarce resources, ambiguous goals, complex technologies,
and sophisticated and unstable external environments, organizations often have policies and
standard operating procedures (SOPs) in organizations. These policies are frequently aimed at
reducing the extent to which politics influence a particular decision. This effort to encourage more
“rational” decisions in organizations was a primary reason behind Max Weber's development of the
bureaucratic model. That is, increases in the specification of policy statements often are inversely
related to political efforts, as shown in the table below. This is true primarily because such actions
reduce the uncertainties surrounding a decision and hence the opportunity for political efforts.
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Table 4.1 Examples of Conditions Conducive to Political Behavior

Prevailing Conditions Resulting Political Behaviors

Ambiguous goals Attempts to define goals to one’s advantage

Scarcity of resources Fight to maximize one’s share of resources

Ambiguity Attempts to exploit uncertainty for personal gain
Democratic and non-programmed Attempts to make suboptimal decisions that favour personal
decisions ends

Attempts to use impression management to be viewed

Performance evaluations and promotions
favourably

Source: Rice University, Organizational Behavior, CC BY-NC-SA 4.0

A

Increased
Political
Behavior

—
Increased Standard Operating Procedures

Figure 4.6 Relationship Between Company Standard Operating Procedures and Political Behavior.
Rice University & OpenStax, Organizational Behavior, CC BY-NC-SA 4.0. Color altered from original.
[Click to enlarge].

Influence

Starting at infancy, we all try to get others to do what we want. We learn early what works in getting
us to our goals. Instead of crying and throwing a tantrum, we may figure out that smiling and using
language causes everyone less stress and brings us the rewards we seek.

By the time you hit the workplace, you have had vast experience with influence techniques. You have
probably picked out a few that you use most often. To be effective in a wide number of situations,
however, it's best to expand your repertoire of skills and become competent in several techniques,
knowing how and when to use them as well as understanding when they are being used on you. If
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you watch someone who is good at influencing others, you will most probably observe that person
switching tactics depending on the context. The more tactics you have at your disposal, the more
likely it is that you will achieve your influence goals.

Self-Assessments

See Appendix B: Self-Assessments

Do You Have the Characteristics of Powerful Influencers?
What Are Your Power Bases?
How Political are You?

Commonly Used Influence Tactics

Researchers have identified distinct influence tactics and discovered that there are few differences
between the way managers, subordinates, and peers use them, which we will discuss at greater
depth later on in this chapter. We will focus on nine influence tactics. Recall our previous discussion
of power and responses. Influence tactics can also produce responses of resistance, compliance,
or commitment. Resistance occurs when the influence target does not wish to comply with the
request and either passively or actively repels the influence attempt. Compliance occurs when the
target does not necessarily want to obey, but they do. Commitment occurs when the target not only
agrees to the request but also actively supports it as well. Within organizations, commitment helps
to get things done, because others can help to keep initiatives alive long after compliant changes
have been made or resistance has been overcome. Let’s talk about these influence tactics.

Rational Persuasion

Rational persuasion includes using facts, data, and logical arguments to try to convince others that
your point of view is the best alternative. This is the most commonly applied influence tactic. One
experiment illustrates the power of reason. People were lined up at a copy machine and another
person, after joining the line asked, “May | go to the head of the line?” Amazingly, 63% of the peoplein
the line agreed to let the requester jump ahead. When the line jumper makes a slight change in the
request by asking, “May | go to the head of the line because | have copies to make?” the number of
people who agreed jumped to over 90%. The word because was the only difference. Effective rational
persuasion includes the presentation of information that is clear and specific, relevant, and timely.
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Across studies summarized in a meta-analysis, rationality was related to positive work outcomes
(Higgens et al., 2003).

Inspirational Appeals

Inspirational appealsseek to tap into our values, emotions, and beliefs to gain support for a request
or course of action. Effective inspirational appeals are authentic, personal, big-thinking, and
enthusiastic.

Consultation

Consultation refers to the influence agent’s asking others for help in directly influencing or planning
to influence another person or group. Consultation is most effective in organizations and cultures
that value democratic decision making.

Ingratiation

Ingratiation refers to different forms of making others feel good about themselves. Ingratiation
includes any form of flattery done either before or during the influence attempt. Research shows
that ingratiation can affect individuals. For example, in a study of résumés, those résumés that
were accompanied with a cover letter containing ingratiating information were rated higher than
résumés without this information. Other than the cover letter accompanying them, the résumés
were identical (Varma et al., 2006). Effective ingratiation is honest, infrequent, and well intended.

Personal Appeals

Personal appeals refers to helping another person because you like them and they asked for your
help. We enjoy saying yes to people we know and like. A famous psychological experiment showed
that in dorms, the most well-liked people were those who lived by the stairwell—they were the most
often seen by others who entered and left the hallway. The repeated contact brought a level of
familiarity and comfort. Therefore, personal appeals are most effective with people who know and
like you.

Exchange

Exchange refers to give-and-take in which someone does something for you, and you do something
for them in return. The rule of reciprocation says that “we should try to repay, in kind, what another
person has provided us”(Cialdini, 2000, p. 20). The application of the rule obliges us and makes
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us indebted to the giver. One experiment illustrates how a small initial gift can open people to a
substantially larger request at a later time. One group of subjects was given a bottle of Coke. Later,
all subjects were asked to buy raffle tickets. On the average, people who had been given the drink
bought twice as many raffle tickets as those who had not been given the unsolicited drinks.

Coalition Tactics

Coalition tacticsrefer to a group of individuals working together toward a common goal to influence
others. Common examples of coalitions within organizations are unions that may threaten to strike
if their demands are not met. Coalitions also take advantage of peer pressure. The influencer tries to
build a case by bringing in the unseen as allies to convince someone to think, feel, or do something.
A well-known psychology experiment draws upon this tactic. The experimenters stare at the top of a
building in the middle of a busy street. Within moments, people who were walking by in a hurry stop
and also look at the top of the building, trying to figure out what the others are looking at. When
the experimenters leave, the pattern continues, often for hours. This tactic is also extremely popular
among advertisers and businesses that use client lists to promote their goods and services. The fact
that a client bought from the company is a silent testimonial.

Pressure

Pressure refers to exerting undue influence on someone to do what you want or else something
undesirable will occur. This often includes threats and frequent interactions until the target agrees.
Research shows that managers with low referent power tend to use pressure tactics more frequently
than those with higher referent power (Yukl et al, 1996). Pressure tactics are most effective when
used in a crisis situation and when they come from someone who has the other’s best interests in
mind, such as getting an employee to an employee assistance program to deal with a substance
abuse problem.

Legitimating

Legitimating tactics occur when the appeal is based on legitimate or position power. This tactic
relies upon compliance with rules, laws, and regulations. It is not intended to motivate people but
to align them behind a direction. Obedience to authority is filled with both positive and negative
images. Position, title, knowledge, experience, and demeanor grant authority, and it is easy to see
how it can be abused. If someone hides behind people’s rightful authority to assert themselves,
it can seem heavy-handed and without choice. You must come across as an authority figure by
the way you act, speak, and look. Think about the number of commercials with doctors, lawyers,
and other professionals who look and sound the part, even if they are actors. People want to be
convinced that the person is an authority worth heeding. Authority is often used as a last resort. If it
does not work, you will not have much else to draw from in your goal to persuade someone.
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Each of these influence tactics vary with the degree to which they are used and the outcomes that

they provide. View Table 4.2 below To learn more.

Table 4.2 Influence Tactics Use and Outcomes

Original Data Source: Kipnis, D., Schmidt, S. M., & Wilkinson, J. (1980). Interorganizational influence
tactics: Explorations in getting one's way. Journal of Applied Psychology, 65, 440-452; Schriescheim,
C. A, &Hinkin, T. R. (1990). Influence tactics used by subordinates: A theoretical and empirical analysis
and refinement of Kipnis, Schmidt, and Wilkinson subscales. Journal of Applied Psychology, 75,
132-140; Yukl, G., & Falbe, C. M. (1991). The Importance of different power sources in downward and
lateral relations. Journal of Applied Psychology, 76, 416-423.

Frequency of Use

Rational Persuasion 54%
Legitimating 13%
Personal Appeals 7%
Exchange 7%
Ingratiation 6%
Pressure 6%
Coalitions 3%
Inspirational Appeals 2%
Consultation 2%

Resistance
47%

44%

25%

24%

41%

56%

53%

0%

18%

Compliance Commitment
30% 23%

56% 0%

33% 42%

41% 35%

28% 31%

41% 3%

44% 3%

10% 90%

27% 55%

Source: Adapted from information in Falbe, C. M., & Yukl, G. (1992). Consequences for managers of using
single influence tactics and combinations of tactics. Academy of Management Journal, 35, 638-652.:
Reproduced from Saylor Academy, Organizational Behavior, CC BY-NC-SA 3.0. Converted to a table from an

image.
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Consider This: Making OB Connections

“You can make more friends in two months by becoming interested in
other people than you can in two years by trying to get other people
interested in you. “- Dale Carnegie

How to Win Friends and Influence People was written by Dale Carnegie in
1936 and has sold millions of copies worldwide. While this book first
appeared over 70 years ago, the recommendations still make a great deal of
sense regarding power and influence in modern-day organizations. For
example, he recommends that in order to get others to like you, you should
remember six things:

. . . Dale Carnegie. (November
1. Become genuinely interested in other people. 24 1888 to November 1

2. Smile. 1955). Image: Wikipedia.

3. Remember that a person’s name is to that person the sweetest and
most important sound in any language.

4. Be a good listener. Encourage others to talk about themselves.

5. Talk in terms of the other person’s interests.

6. Make the other person feel important—and do it sincerely.

This book relates to power and politics in a number of important ways. Carnegie specifically deals with
enhancing referent power. Referent power grows if others like, respect, and admire you. Referent power
is more effective than formal power bases and is positively related to employees’ satisfaction with
supervision, organizational commitment, and performance. One of the keys to these recommendations
is to engage in them in a genuine manner. This can be the difference between being seen as political
versus understanding politics.

Direction of Influence

The type of influence tactic used tends to vary based on the target. For example, you would probably
use different influence tactics with your boss, with employees working under you, or with a peer.

Upward Influence

Upward influence, as its name implies, is the ability to influence your manager and others in
positions higher than yours. Upward influence may include appealing to a higher authority or citing
the firm’s goals as an overarching reason for others to follow your cause. Upward influence can
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also take the form of an alliance with a higher status person (or with the perception that there is
such an alliance) (Farmer & Maslyn, 1999; Farmer et al., 1997). As complexity grows, the need for this
upward influence grows as well—the ability of one person at the top to know enough to make all
the decisions becomes less likely. Moreover, even if someone did know enough, the sheer ability
to make all the needed decisions fast enough is no longer possible. This limitation means that
individuals at all levels of the organization need to be able to make and influence decisions. By
helping higher-ups be more effective, employees can gain more power for themselves and their
unit as well. On the flip side, allowing yourself to be influenced by those reporting to you may build
your credibility and power as a leader who listens. Then, during a time when you do need to take
unilateral, decisive action, others will be more likely to give you the benefit of the doubt and follow.
Research establishes that subordinates’ use of rationality, assertiveness, and reciprocal exchange
was related to more favorable outcomes such as promotions and raises, while self-promotion led to
more negative outcomes (Orpen, 1996; Wayne et al., 1997).

Downward Influence

Downward influence is the ability to influence employees lower than you in the institutional
hierarchy. This is best achieved through an inspiring vision. By articulating a clear vision, you help
people see the end goal and move toward it. You often don't need to specify exactly what needs to
be done to get there—people will be able to figure it out on their own. An inspiring vision builds
buy-in and gets people moving in the same direction. Research conducted within large savings
banks shows that managers can learn to be more effective at influence attempts. The experimental
group of managers received a feedback report and went through a workshop to help them become
more effective in their influence attempts. The control group of managers received no feedback on
their prior influence attempts. When subordinates were asked 3 months later to evaluate potential
changes in their managers' behavior, the experimental group had much higher ratings of the
appropriate use of influence (Seifer et al, 2003). Research also shows that the better the quality
of the relationship between the subordinate and their supervisor, the more positively resistance to
influence attempts are seen (Tepper et al,, 2006). In other words, managers who like their employees
are less likely to interpret resistance as a problem.

Peer Influence

Peer influence occurs all the time. But, to be effective within organizations, peers need to be willing
to influence each other without being destructively competitive (Cohen & Bradford, 2002). Research
shows that across all functional groups of executives, finance or human resources as an example,
rational persuasion is the most frequently used influence tactic (Enns et al,, 2003). There are times to
support each other and times to challenge—the end goal is to create better decisions and results for
the organization and to hold each other accountable.
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Adapted Works

“Organizational Power and Politics” in Organizational Behaviour by OpenStax is licensed under a
Creative Commons Attribution 4.0 International License.

“Power and Politics” in Organizational Behaviour by Saylor Academy and is licenced under
a Creative Commons Attribution-NonCommercial-ShareAlike 3.0 Unported License without
attribution as requested by the work's original creator or licensor.
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4.3 Ethical Use of Power and Politics

In this section:

The Ethical Use of Power
The Ethical Use of Politics

The Ethical Use of Power

People are often uncomfortable discussing the topic of power, which implies that somehow they
see the exercise of power as unseemly. On the contrary, the question is not whether power tactics
are or are not ethical; rather, the question is which tactics are appropriate and which are not. The
use of power in groups and companies is a fact of organizational life that all employees must accept.
In doing so, however, all employees have a right to know that the exercise of power within the
organization will be governed by ethical standards that prevent abuse or exploitation.

Several guidelines for the ethical use of power can be identified. These can be arranged according
to some of the previous bases of power that we discussed. Several techniques, summarized in Table
4.2 are available that accomplish aims without compromising ethical standards. For example, a
manager using reward power can verify subordinate compliance with work directives, ensure that
all requests are both feasible and reasonable, make only ethical or proper requests, offer rewards
that are valued by employees, and ensure that all rewards for good performance are credible and
reasonably attainable.
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Table 4.3 The Ethical Use of Power

Basis of Power Guidelines for Use
Treat subordinates fairly
Defend subordinates’ interests
Referent power Be sensitive to subordinates’ needs, feelings
Select subordinates similar to oneself
Engage in role modeling
Promote image of expertise
Maintain credibility
Act confident and decisive
Expert power
Keep informed
Recognize employee concerns
Avoid threatening subordinates’ self-esteem
Be cordial and polite
Be confident
Be clear and follow up to verify understanding
Make sure request is appropriate
Legitimate power Explain reasons for request
Follow proper channels
Exercise power regularly
Enforce compliance
Be sensitive to subordinates’ concerns
Verify compliance
Make feasible, reasonable requests
Reward power Make only ethical, proper requests
Offer rewards desired by subordinates
Offer only credible rewards
Inform subordinates of rules and penalties
Warn before punishing
Administer punishment consistently and uniformly
Coercive power Understand the situation before acting
Maintain credibility
Fit punishment to the infraction
Punish in private

Source: Rice University, Organizational Behavior,CC BY 4.0.
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Original Source: adapted from Gary A. Yukl, Leadership in Organizations, 8th edition 2013
(Englewood Cliffs, N.J.; Pearson), pp. 44-58.

Even coercive power can be used without jeopardizing personal integrity. For example, a manager
can make sure that all employees know the rules and penalties for rule infractions, provide warnings
before punishing, administer punishments fairly and uniformly, and so forth. The point here is that
managers have at their disposal numerous tactics that they can employ without crossing over into
guestionable managerial behavior. In view of the increasing number of lawsuits filed by employees

for harmful practices, it seems wise for a manager to consider his behaviors before acting; this will
help ensure the highest ethical standards.

Let's Focus: Power Position

As mentioned earlier, the idea of “power” often seems negative, but we can use
power in an appropriate way when getting ahead in our organizations. This is called
power position. Power position comes from the concept of feng shui, where the
power position is the physical position in the room for a business meeting.

In this position, the person can see all entrances to the room and is seated against a
wall. Because of this, they are said to be the center of attention and thus in the
power position. Our meaning here refers to your ability to use conscientious techniques that can lead to
personal and professional organizational growth; these also happen to be the characteristics needed
for career success. Technigues that may help increase your power position at work include the
following:

Be authentic. Be yourself. Stay true to your values and those things you find important.

Refuse to let people push your buttons. This can result in conflict, which does not increase your
position power. Make an effort to try and get along with others.

Develop esteem and confidence. Esteem and confidence will give you the ability to take on
difficult tasks, help others, and contribute to the organization.

Be a team player. Do all the things necessary to be part of a team. Get along with and help others.
Helping others shows leadership, ability, and good citizenship. It can put you in a position of not
only earning the respect of others but also showing your value to the organization.

Be someone that makes others feel good. Make others feel good when they are around you—for
example, by being genuinely interested in them.

Develop your communication skills. Work on your written, oral, and nonverbal language skills.
Learn to read and understand others’' body language.

Be visible in the workplace. Don't take credit for others’ work, but do take credit for your own
work. Choose high-profile projects that can put you in a position where others see your work.
Don't complain. Unless you can also provide a solution, don't offer a complaint!

Be goal oriented and willing to take risks. Focus on goal setting personally and professionally.
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Show managers and colleagues how you can help them meet goals.

Have positive psychological capital. There are four aspects to positive psychological capital: hope,
self-efficacy, optimism, and resiliency. Self-efficacy refers to belief in your own abilities while
optimism means to have a positive outlook. Resiliency is the ability to make it through difficult
circumstances. In a study by the Leadership Institute (Luthans et al., 2007) on psychological
capital, there was a clear relationship between positive psychological capital and job
performance/job satisfaction—two very important components for good human relations!

Source: Luthans et al,, (2007).

The Ethical Use of Politics

Similar to power, there is not inherent good or bad in politics. Politics in organizations cannot be
eliminated. Yet to some extent, the negative aspects of it can be neutralized if managers carefully
monitor the work environment and take remedial action where necessary. Several strategies can be
identified that can help manage organizational politics. As shown in Table 4.3, four basic strategies
can be used (Beeman & Sharkey, 1987).

First, managers can try to reduce interpersonal or intergroup competition by using impartial
standards for resource allocation and by emphasizing the superordinate goals of the entire
organization—toward which all members of the organization should be working. Similarly, efforts
can be made to reduce the uncertainty in the organization through clarifying job responsibilities,
bases for evaluations and rewards, and so forth. The less ambiguity in the system, the less room
there is for dysfunctional political behavior. Third, managers can attempt to break up existing
political fiefdoms through personnel reassignment or transfer or by changing the reward system to
encourage interunit cooperation. Finally, managers can work to prevent the development of future
fiefdoms through training programs, selection and promotion, and reward distribution.

To the extent that employees see the organization as a fair place to work and to the extent that
clear goals and resource allocation procedures are present, office politics should subside, though not
disappear. In organizations where politics prosper, in fact, you are likely to find a reward system that
encourages and promotes such behavior. The choice is up to the organization.
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Table 4.4. Limiting the Effects of Political Behavior

To Reduce System Uncertainty

Make clear what are the bases and processes for evaluation.

Differentiate rewards among high and low performers.

Make sure the rewards are as immediately and directly related to performance as possible.
To Reduce Competition

Try to minimize resource competition among managers.

Replace resource competition with externally oriented goals and objectives.

To Break Existing Political Empires/Coalitions

Where highly cohesive political empires exist, break them apart by removing or splitting the most
dysfunctional subgroups.

If you are an executive, be keenly sensitive to managers whose mode of operation is the personalization of
political patronage. First, approach these persons with a directive to stop the political maneuvering. If it
continues, remove them from the positions and preferably from the company.

To Prevent Future Political Empires/Coalitions

Make one of the most important criteria for promotion an apolitical attitude that puts organizational ends
ahead of personal power ends.

Source: Rice University, Organizational Behavior, CC BY 4.0.

Original Source:: adapted from “The Use and Abuse of Corporate Politics,” by Don R. Beeman and
Thomas W. Sharkey. Reprinted from Business Horizons, March-April 1987 by the Foundation for the
School of Business at Indiana University.

Adapted Works

“Power and Politics” in Organizational Behaviour by OpenStax is licensed under a Creative
Commons Attribution 4.0 International License.

“Power and Politics” in Organizational Behaviour by Saylor Academy and is licenced under
a Creative Commons Attribution-NonCommercial-ShareAlike 3.0 Unported License without
attribution as requested by the work’s original creator or licensor.
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4.4 Bullying, Violence, and
Harassment

Harassment, bullying, and violence are examples of psychosocial hazards that negatively affect
worker health and safety. These behaviours are unacceptable and illegal, but nonetheless, still occur.
These abuses are often grounded in misuse of power and are often visible during dysfunctional and
escalating conflicts.

In this section:

Bullying and Harassment
Workplace Violence

Bullying and Harassment

A growing concern in workplaces is the issue of workplace harassment and bullying. Workplace
harassment is behaviour aimed at an individual (or group) that is belittling or threatening in nature.
This can include actions (e.g., unwanted touching) or words (e.g., insults, jokes) that have the effect
of causing psychological harm to victim(s). Harassment can take a variety of forms, including racial/
ethnic harassment, sexual harassment, and general workplace harassment.

Bullying is similar to harassment and comprises repeated actions or verbal comments that lead to
mental harm, isolation, or humiliation of a worker (or group), often with the intent to wield power
over them. Often harassment and bullying are used interchangeably and, indeed, the definitions
are highly similar. In this book, we differentiate the terms for two reasons. First, harassment is often
associated with specific grounds protected under human rights legislation, such as gender, race,
age, and religion. Bullying applies more broadly to any set of behaviours that create harm. Second, it
is accepted that harassment can occur unintentionally, while bullying is a more intentional process.
Both are ways for the harasser/bully to exercise control and power over the harassed/bullied through
fear, humiliation, embarrassment, and denigration.

Harassment and bullying can involve physical contact but are distinguished from violence in that
the purpose is not physical harm but emotional and psychological harm. Harassment and bullying
can also include acts that indirectly affect the targeted worker(s), such as undesirable shift
scheduling, unreasonable workloads, spreading rumours, or denying leave requests. Harassment,
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bullying, and violence can occur concurrently. There is debate about how to best conceptualize
harassment and bullying. Many argue that it is a human rights issue and should be treated through
human rights processes, usually meaning independent tribunals or the courts. Others suggest that
harassment and bullying are instances of individual misconduct best resolved through human
resources processes such as better selection, training, and disciplinary practices. Harassment and
bullying can also be viewed through the lens of occupational health and safety (OHS). As OHS issues
they can be controlled by the employer and have clear health effects for the targeted worker(s).

The psychological effects of harassment and bullying can be extensive and include anxiety, panic
attacks, depression, shame, and anger. The physical effects mirror those of stress and can include
inability to sleep, stomach pain or headaches, high blood pressure, heart palpitations, and loss
of concentration/memory, as well as eating and digestive disorders. Further, workers exposed to
harassment are found to be more at risk of illness, injury, and assault (Rospenda et al., 2005).
The negative health outcomes and increased risk of illness and injury can persist well after the
harassment has ceased. In extreme cases, bullying and harassment can cause post-traumatic stress
disorder (PTSD). PTSD is typically brought on by a terrifying event, and symptoms include flashbacks,
severe anxiety, and uncontrollable thoughts about the event.

While all workers can be victims of harassment and bullying, certain groups of workers are more
likely to be the targets, because of their respective statuses in society at large. Two such groups
include women and racialized workers (see the example below), who are often targeted because
the bullying and harassment are consistent with widely held prejudices (e.g., consider how common
race and gender jokes are). Recent research has shown that experiencing multiple forms of
harassment—gender and ethnic harassment along with general workplace

harassment—compounds the negative health effects compared to experiencing one form, putting
racialized women at particular risk of negative health effects from harassment (Raver & Nishii, 2010).

Consider This: Harassment and Racialized Workers

Discussing issues such as race can be challenging. As we know, race is a social
construction. Society imbues certain characteristics (e.g., skin colour) with meaning
and not others (e.g., eye colour) and as a result ascribes significance to them. The
trait in itself is not significant but is given importance through social convention. The

ascribed meaning leads people to experience the world differently based upon these
perceived characteristics. Society not only ascribes significance to these traits but
structures social relations around them. People are differentiated and distinguished according to the
characteristics. This is the process of racialization (Anthias & Yuval-Dauvis, 1992).

All people are racialized; society implies meaning to being “White” for example. Our experiences of the
world are thus shaped by this social construction. However, the ascription of characteristics is not
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neutral. Some “races” are imbued with positive qualities and some negative. Whether society ascribes
negative or positive qualities shapes a person’s status in society. In this book we utilize the term
racialized workers to apply to individuals perceived to be a part of a race or ethnicity to which particular,
often negative, characteristics are ascribed by social structures. We also recognize that race intersects
with other characteristics, including gender, age, sexual orientation, and ability, to form a matrix of
human experience in society.

Types of Bullying Behaviours

There is no clear profile of who might be a harasser. The range of tactics, behaviours, and approaches
used by bullies and harassers is extensive and reflective of specific contexts. This is not surprising,
given that bullying and harassment are ways to wield power over another person. Managers,
because of their role in an organization, already possess power over workers. Attempts to exercise
this power can lead to management approaches that rely upon bullying. Some researchers suggest
that employers may overtly or covertly encourage bullying by managers as a way to maximize the
work the employer can extract from its workers (Beale, 2011).

There are several typologies of bullying. In research conducted with nurses, a typology of bullying
was created that is particularly comprehensive (Hutchinson et al, 2010). The typology of these
researchers includes the bullying behavior and related tactics. Workplace bullying behaviour involve
a wide range of tactics shown in Table 4.5.
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Table 4.5 Workplace bullying behaviors
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Behaviors

Isolation and exclusion

Intimidation and threats

Verbal threats

Damaging professional identity

Limiting career opportunities

Obstructing work or making work-life difficult

Tactics

Being ignored

Being excluded from conversation

Being isolated from supportive peers

Being excluded from activities

Raised voices or raised hands

Being stared at, watched and followed
Tampering with or destroying personal belongings
Compromising or obstructing patient care
Being singled out, scrutinized and monitored
Being yelled at or verbally abused

Being stood over, pushed or shoved
Belittlement and humiliation

Verbal put-downs, insults or humiliation
Spreading gossip

Being given a denigrating nickname

Blamed, made to feel stupid or incompetent
Suggestions of madness and mental instability
Mistakes highlighted publicly

Public denigration of ability or achievements
Questioning skills and ability

Being given demeaning work
Unsubstantiated negative performance claims
Spreading rumors, slander, and character slurs
Questioning competence or credentials
Denial of opportunities that lead to promotion
Being overlooked for promotion

Excluded from committees and activities
Exclusion from educational opportunities
Rostered to erode specialist skills

Relocation to make job difficult

Removal of administrative support

Excluded from routine information

Work organized to isolate

Removal of necessary equipment

Given excessive or unreasonable workload

Sabotaging or hampering work
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Behaviors Tactics
Varying targets and deadlines
Excessive scrutiny of work
Denial of due process in meetings
Denial of meal breaks
Compiling unsubstantiated written records
Denial of sick, study or conference leave
Unfair rostering practices

Denial of due process and natural justice ) )
Economic sanctions
Rostering to lower-paid shift work
Limiting the opportunity to work
Dismissal from position
Reclassifying position to lower status

Source: Interpersonal Communication, Jason S. Wrench; Narissra M. Punyanunt-Carter; and Katherine S.
Thweatt, CC BY-NC-SA 4.0.

Responses to Bullying and Harassment

The line between “tough” management and “bullying” management can be difficult to ascertain,
especially if the bullying takes the form of misuse of managerial prerogatives such as scheduling,
work assignments, and the like. Usually bullying as a management technique is reflective of the
organizational culture that has developed in a workplace. For their part, workers respond to threats
such as bullying with a range of behaviours that include exit, voice, patience, and neglect. These

responses are explained more fully below.

Let's Focus: Responses to Harmful Work Environments

When a worker experiences any OHS hazard, including harassment, bullying, or a
toxic workplace, the worker can respond in a range of ways. In examining individual
behaviour in response to deteriorating conditions, Albert Hirschman (1970) first
developed the notion that people respond either through exit or voice, and the
choice is determined by attitudes toward the situation. Others later added to
Hirschman's theory by positing two other options, patience (sometimes referred to

as loyalty) and neglect:
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Exit: The worker decides to get away from the undesired situation, either by quitting the
employer or transferring to another location or job within the same employer.

Voice: The worker decides to speak up in an attempt to change the situation. Voice can take a
number of forms, including attempting to repair the situation directly, lodging a complaint, filing
a grievance or, less constructively, retaliating with their own inappropriate behaviour.

Patience: The worker decides to do nothing in the hopes that the situation will eventually
improve. Workers adopt a patience approach when their loyalty to the organization or the cost of
exiting is greater than the price of experiencing the negative situation.

Neglect: The worker does nothing, based on the belief that the situation will not change or might
grow worse. The worker might try to avoid the source of the situation but will generally take no
action to change the situation. Workers choose this option when the costs of exiting are too high
and their relationship to the organization is sufficiently damaged to prevent either voice or
patience (Leck & Saunders, 1992; Rusbult et al., 1988).

Workers may adopt different strategies when confronted with bullying behaviour or may cycle through
the various options. For example, a group of workers facing a co-worker who undermines them in
meetings, makes false claims about their work performance, and verbally attacks them may react in
different ways. Those workers who are not very invested in the workplace (e.g., they are new or they feel
they have options elsewhere) may simply start looking for a new job.

Other workers may at first choose patience (in the hope the worker’s behaviour will change) and then
move to voicing their concerns (e.g., filing a complaint or by socially excluding the bully). If the issue
remains unresolved, some workers (e.g., those close to retirement) may choose neglect while others will
move to exit the workplace.

Recognizing that workers might respond in four different ways to the same negative situation reminds
us that there is no single “sign” of a poor workplace environment. Employers interested in preventing
harassment and bullying must be careful to observe the myriad ways in which workers react to
deteriorating situations.

Reducing the Incidence of Harassment and Bullying

There are several ways to address harassment and bullying in the workplace. First, an employer
should (and, in some jurisdictions, must) develop policies regarding harassment in the workplace.
The administrative controls should outline acceptable and unacceptable behaviours and actions,
indicate employer and worker responsibilities, and create a process for investigating and resolving
complaints. Any investigation must proceed in a manner that is transparent, fair to both parties, and
as confidential as is possible. Investigations should also identify the root cause of the incident and
how to prevent similar incidents in the future.

Workplace policies are important, but they are only as effective as the degree of their
implementation and enforcement. Effective policy implementation requires the employer to train
all workers, including managers, on how to prevent and address harassment. Training for managers
is particularly important. It can help managers spot possible harassment and teach them the
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difference between legitimate management discretion and bullying management techniques.
Training workers around respectful interactions and cultural sensitivity can help distinguish
between legitimate interpersonal conflict and bullying and harassment.

Finally, research shows that the leading indicator of workplace bullying and harassment is the
organization’s climate. In workplaces where workers feel unsafe, incidents of bullying and
harassment are more frequent. Conversely, creating a safe and respectful climate increases workers’
sense of safety and lowers the negative consequences of bullying and harassment (Law et al,
2011). Creating a safe workplace climate is a multi-levelled process, requiring a high degree of
commitment to respectful interactions, clear commmunication, transparent management, and
individual and collective accountability.

Workplace Violence

Workplace violence is any act in which a person is abused, threatened, intimidated, or assaulted in
their employment. It can include physical attack, threats of physical attack, threatening language or
behaviour (e.g., shaking a fist), or physically aggressive behaviour. The data around the prevalence
of workplace violence is mixed. If judged by workers’ compensation claims, workplace violence is
quite rare: only 2.5% of all Canadian lost-time injury claims in 2012 were related to incidents of
violence (about 6000 incidents)(AWCD, 2014). That said, Statistics Canada reports that 17% of all
acts of criminal violence (violence illegal under the Criminal Code) occurred at a workplace. They
calculate that this amounts to more than 350,000 acts of workplace violence in Canada (Statistics
Canada, 2008). The discrepancy is partially explained by the fact that many of those criminal acts did
not result in the acute injury of a worker and, therefore, no workers' compensation claim was filed.
This discrepancy reinforces the limited value of workers’ compensation claim data as an indicator of
hazardousness in the workplace.

Whether more or less prevalent, workplace violence can extract a significant toll on workers, leading
to injury and psychological ill health (e.g., post-traumatic stress disorder). Health-care workers are
most likely to experience workplace violence, followed by social workers and workers in retail or
food service. It is notable that these occupations tend to be female-dominated. Customers, clients,
and patients are the most commmon perpetrators of workplace violence, although violence from co-
workers or supervisors remains prevalent.
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Consider This: The Myth of the Disgruntled Employee?

In February 2014, Jayme Pasieka, an employee at the Loblaw’s Distribution Centre in
northwest Edmonton, Alberta, burst into his workplace and attacked several workers
(Klingbeil et al., 2014). The incident sparked extensive media coverage, much of it
focused on Pasieka's history of mental illness and erratic behaviour. Many
commentators speculated that he was a “disgruntled employee.”

These types of incidents tend to receive a lot of media coverage, most of which

focuses on the mental state of the perpetrator. The notion of the “disgruntled employee” returning to
their place of work to exact revenge for some perceived grievance is well embedded in public mindset.
Consider the popularity of the term “going postal’—coined after a postal worker shot a number of co-
workers in the United States.

|n

Our familiarity with the disgruntled-employee frame means journalists and employers often use it to
quickly explain what caused a workplace incident. In a commentary on a raft of workplace shootings in
the United States in 2010, Richard Denenberg and Tia Schneider-Denenberg make this observation:

In sum, the Missouri and Georgia cases exemplify a media tendency to reach for facile
explanations—notably the vague concept of disgruntlement—obscuring the complexities that
may lie behind an outbreak of workplace violence. Such generic assumptions often conflict with
the specific facts, once they are revealed in second-day and third-day accounts. The notion that
an aggressor feels aggrieved is essentially a tautology, yielding little insight, unless the reasons
for the extreme behavior are adequately explored.

Attention should focus not only on the person but also on any defects in policies, procedures, or
judgment that may have allowed rage to fester and ultimately explode. Examining the characteristics
of the workplace may enhance our ability to prevent violence as much as probing the character,
personality, and belief systems of the offender (Denenberg & Schneider-Denenberg, 2012).

In short, newspaper reporters’ use of the disgruntled-worker frame simplifies the (likely complex)
circumstances that led to the violence. This can obscure root causes of the incident by hiding the effect
of employer behaviour or inaction.

Risk of Violence

A variety of factors can increase the risk of violence in the workplace. Common concerns are the
presence of money, drugs, and alcohol (which make workplaces targets for theft and robbery).
Late operating hours and extensive access to the public are also factors that heighten the risk of
violence. One of the reasons health-care workers are at greatest risk is their close proximity to people
under physical or mental stress. The workplace environment can also play a role leading to violence.
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Stressful work situations, insecure and precarious employment arrangements, work overload, and
unhealthy interpersonal dynamics can also increase the risk of violence.

While acts of violence are unpredictable, an employer can take steps to develop a violence-
prevention plan to minimize both the risk of a violent act and the harm caused by the act. Violence
prevention should be a part of the organizational policies. Particular actions to consider include
workplace design to restrict access, increasing visibility and communication, and creating escape
routes for workers. Administrative policies and work practices can reduce some of the common
risks: these might include reducing the use of cash, eliminating the use of working alone, and
implementing a buddy system. A prevention program should also incorporate training for managers
to spot warning signs of violence, and steps to reduce stress levels in the workplace. Governments
can also take action by expanding the definition of violence as a workplace hazard.

Consider This: Family Violence

In November 2015, the Alberta Family Violence Death Review Committee, a
government committee mandated to investigate deaths due to family violence,
reported on its investigation into the 2011 murder of a woman by her spouse at her
workplace. The husband had called and visited her repeatedly at work, threatening
violence. The employer, co-workers, and security guards at the site were aware of the
threats but did little. The woman did not press charges at any time, in part due to
cultural pressures. No one attempted to prevent the husband from accessing the workplace on the day
he killed her (Sinnema, 2015).

In its report the Committee made the following recommendation:

The Alberta Government amends the Occupational Health and Safety Act and Code to recognize
and include family violence as a workplace hazard. Family violence is to be defined as it is in the
Protection Against Family Violence Act and must include: direct family violence (where the family
violence is at the workplace) and indirect family violence (where the family violence is outside
of the workplace) and it directly affects the workplace through employee's performance or by
creating an unsafe work environment (Alberta Family Violence Death Review Committee, 2015, p.
3).

Recommending that violence as a safety hazard be defined to include violence that may take place
outside the workplace (but has workplace consequences) is a significant shift from traditional
approaches to violence as a safety issue, which tend to focus only on workplace-based violence. An
interesting follow-on question is whether injuries occurring at work that stem from family violence will
now be deemed compensable injuries by the Workers' Compensation Board. At present, such injuries
are not considered to arise from the course of work and are thus non-compensable.
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4.5 Key Takeaways, Knowledge
Check and Key Terms

Key Takeaways

In this chapter, we learned that:

Power is the ability to influence the behavior of others to get what you want.
It is often visible to others within organizations.

Power is distinct from both leadership and authority. Authority represents
the right to seek compliance by others; the exercise of authority is backed by

legitimacy. Leadership is the ability of one individual to elicit responses from

another person that go beyond required or mechanical compliance.

Symbols of managerial power include access to key people and resources within an organization.
Power is closely tied to dependency. The more dependent someone is on you, the more power
you have over them. Dependency is increased when you possess something that is considered
scarce, important, and non-substitutable by others.

There are many bases of power, including legitimate, reward, coercive, expert, information, and
referent power.

Depending upon which kind of power is employed, the recipient of a power effort can respond
with commitment, compliance, or resistance.

Common power tactics include controlling access to information, controlling access to persons,
the selective use of objective criteria, controlling the agenda, using outside experts, bureaucratic
gamesmanship, and forming coalitions and alliances.

Organizational politics is a natural part of organizational life. Organizations that are driven by
unhealthy levels of political behavior suffer from lowered employee organizational commitment,
job satisfaction, and performance as well as higher levels of job anxiety and depression.
Individual antecedents of political behavior include political skill, internal locus of control, high
investment in the organization, and expectations of success.

Organizational antecedents include scarcity of resources, role ambiguity, frequent performance
evaluations and promotions, and democratic decision making.

Political behavior is more likely to occur when there are scarce resources, ambiguity,
performance evaluations/promotions, and democratic and/or nonprogrammed decisions.
Influence tactics are the way that individuals attempt to influence one another in
organizations. Rational persuasion is the most frequently used influence tactic, although it is
frequently met with resistance. Inspirational appeals result in commitment 90% of the time, but
the tactic is utilized only 2% of the time. The other tactics include legitimizing, personal appeals,
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exchanges, ingratiation, pressure, forming coalitions, and consultation.

Influence attempts may be upward, downward, or lateral in nature.

Workplace harassment is behaviour aimed at an individual (or group) that is belittling or
threatening in nature. This can include actions (e.g., unwanted touching) or words (e.g., insults,
jokes) that have the effect of causing psychological harm to victim(s). Harassment can take a

variety of forms, including racial/ethnic harassment, sexual harassment, and general workplace
harassment.

Bullying is similar to harassment and comprises repeated actions or verbal comments that
lead to mental harm, isolation, or humiliation of a worker (or group), often with the intent to
wield power over them.

Knowledge Check

Review your understanding of this chapter's key concepts by taking the interactive
quiz below.

av
e

@ An interactive H5P element has been excluded from this version of the text. You
can view it online here:

https://fecampusontario.pressbooks.pub/conflictmanagement/?p=100#h5p-6
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Key Terms

Key terms from this chapter include:

Power

Authority
Leadership
Legitimate power
Reward power
Coercive power
Expert power
Politics

Political skill
Rational persuasion
Inspirational appeals
Consultation
Ingratiation
Personal appeals
Exchange

Coalition tactics
Pressure
Legitimating tactics
Upward influence
Downward influence
Peer influence
Workplace harassment
Bullying

Exit

Voice

Patience

Neglect

Workplace violence
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CHAPTER 5 INTERPERSONAL
RELATIONSHIPS AND GROUP
DYNAMICS

Learning Objectives

In this chapter, we will:

Identify the communication patterns in the supervisor-subordinate
relationship.

Describe the function and types of peer coworker relationships.
Explain the process of friendship development and strategies for

disengagement.

Define and provide examples of sexual harassment in the workplace, as well as strategies for how
to eliminate it.

Recognize the potential challenges and benefits of work in teams compared to as individuals.
Describe different positive and negative team roles.

Explain the relationship between status and power in groups.

Review qualities of toxic leadership and strategies to handle working with a toxic leader.
Explore strategies for cultivating a positive group climate.

Compare cooperative and collaborative group work.

List the process of problem solving in teams.

Summarize strategies for improving group decisions.

In this chapter, we will explore the functions and types of relationships that exist in organizations
between supervisors, subordinates, and coworkers in interpersonal and group settings.
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51 Interpersonal Relationships at
Work

Although some careers require less interaction than others, all jobs require interpersonal
communication skills. Televisions shows like The Office offer glimpses into the world of workplace
relationships. These humorous examples often highlight the dysfunction that can occur within
a workplace. Since many people spend as much time at work as they do with their family and
friends, the workplace becomes a key site for relation development. In this section, we will discuss
relationships between supervisors and subordinates and also among coworkers. We will also address
consensual workplace romantic relationships between coworkers and sexual harassment.

In this section:

Supervisor-Subordinate Relationships
Coworker Relationships

Romantic Relationships

Sexual Harassment

Supervisor-Subordinate
Relationships

Given that most workplaces are based on hierarchy, it is not surprising that relationships between
supervisors and their subordinates develop (Sias, 2009). The supervisor-subordinate
relationships can be primarily based in mentoring, friendship, or romance and includes two people,
one of whom has formal authority over the other. In any case, these relationships involve some
communication challenges and rewards that are distinct from other workplace relationships.

Information exchange is an important part of any relationship, whether it is self-disclosure about
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personal issues or disclosing information about a workplace to a new employee. Supervisors are key
providers of information, especially for newly hired employees who have to negotiate through much
uncertainty as they are getting oriented. The role a supervisor plays in orienting a new employee
is important, but it is not based on the same norm of reciprocity that many other relationships
experience at their onset. On a first date, for example, people usually take turns communicating
as they learn about each other. Supervisors, on the other hand, have information power because
they possess information that the employees need to do their jobs. The imbalanced flow of
communication in this instance is also evident in the supervisor’s role as evaluator.

Most supervisors are tasked with giving their employees formal and informal feedback on their
job performance. In this role, positive feedback can motivate employees, but what happens when
a supervisor has negative feedback? Research shows that supervisors are more likely to avoid
giving negative feedback if possible, even though negative feedback has been shown to be more
important than positive feedback for employee development. This can lead to strains in a
relationship if behavior that is in need of correcting persists, potentially threatening the employer’s
business and the employee’s job.

We're all aware that some supervisors are better than others and may have even experienced
working under good and bad bosses. So what do workers want in a supervisor? Research has shown
that employees more positively evaluate supervisors when they are of the same gender and race
(Sias, 2009). This isn't surprising, given that we've already learned that attraction is often based on
similarity. In terms of age, however, employees prefer their supervisors be older than them, which
is likely explained by the notion that knowledge and wisdom come from experience built over
time. Additionally, employees are more satisfied with supervisors who exhibit a more controlling
personality than their own, likely because of the trust that develops when an employee can trust that
their supervisor can handle his or her responsibilities. Obviously, if a supervisor becomes coercive or
is an annoying micromanager, the controlling has gone too far. High-quality supervisor-subordinate
relationships in a workplace reduce employee turnover and have an overall positive impact on the
organizational climate (Sias, 2005). Another positive effect of high-quality supervisor-subordinate
relationships is the possibility of mentoring.

The mentoring relationship can be influential in establishing or advancing a person’s career, and
supervisors are often in a position to mentor select employees. In a mentoring relationship, one
person functions as a guide, helping another navigate toward career goals (Sias, 2009). Through
workplace programs or initiatives sponsored by professional organizations, some mentoring
relationships are formalized. Informal mentoring relationships develop as shared interests or goals
bring two people together. Unlike regular relationships between a supervisor and subordinate that
focus on a specific job or tasks related to a job, the mentoring relationship is more extensive. In fact,
if a mentoring relationship succeeds, it is likely that the two people will be separated as the mentee
is promoted within the organization or accepts a more advanced job elsewhere—especially if the
mentoring relationship was formalized. Mentoring relationships can continue in spite of geographic
distance, as many mentoring tasks can be completed via electronic communication or through
planned encounters at conferences or other professional gatherings. Supervisors aren’t the only
source of mentors, however, as peer coworkers can also serve in this role.
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Coworker Relationships

According to organizational workplace relationship expert Patricia Sias (2009), peer coworker
relationships exist between individuals who exist at the same level within an organizational
hierarchy and have no formal authority over each other. According to Sias, we engage in these
coworker relationships because they provide us with mentoring, information, power, and support.
Let's look at all four of these reasons for workplace relationships further.

Sias' Reasons for Coworker Relationships

Mentoring

First, our coworker relationships are a great source for mentoring within any organizational
environment. It's always good to have that person who is a peer that you can run to when you have
a question or need advice. Because this person has no direct authority over you, you can informally
interact with this person without fear of reproach if these relationships are healthy.

Sources of Information

Second, we use our peer coworker relationships as sources for information. One important caveat
to all of this involves the quality of the information we are receiving. By information quality, Sias
refers to the degree to which an individual perceives the information they are receiving as accurate,
timely, and useful. Ever had that one friend who always has great news, that everyone else heard
the previous week? Yeah, not all information sources provide you with quality information. As such,
we need to establish a network of high-quality information sources if we are going to be successful
within an organizational environment.

Issues of Power

Third, we engage in coworker relationships as an issue of power. Although two coworkers may
exist in the same run within an organizational hierarchy, it's important also to realize that there are
informal sources of power as well. Recall from our previous chapter, power can be useful and helps
us influence what goes on within our immediate environments. However, power can also be used to
control and intimidate people, which is a huge problem in many organizations.

Social Support

The fourth reason we engage in peer coworker relationships is social support. For our purposes, let's
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define social support as the perception and actuality that an individual receives assistance, care, and
help from those people within their life. Even the best organization in the world can be trying at
times. The best manager in the world will eventually get under your skin about something. We're
humans; we're flawed. As such, no organization is perfect, so it's always important to have those peer
coworkers we can go to who are there for us. Even if you love your job, sometimes you need to vent
about something that has occurred. For the most part, we don't want a coworker to solve a problem;
just wants someone to listen.

Other Characteristics of Coworker Relationships

In addition to these four reasons for workplace relationships discussed by Sias, Jessica Methot
(2010) argued that three other features are important to understand coworker relationships: trust,
relational maintenance, and ability to focus. Let's talk about each of these characteristics.

Trust

Methot (2010) defines trust as “the willingness to be vulnerable to another party with the
expectation that the other party will behave with the best interest of the focal individual” (p. 45). In
essence, in the workplace, we eventually learn how to make ourselves vulnerable to our coworkers
believing that our coworkers will do what's in our best interests. Now, trust is an interesting and
problematic concept because it's both a function of workplace relationships but also an outcome.
For coworker relationships to work or operate as they should, we need to be able to trust our
coworkers. However, the more we get to know our coworkers and know they have our best interests
at heart, then the more we will ultimately trust our coworkers. Trust develops over time and is not
something that is not just a bipolar concept of trust or doesn't trust. Instead, there are various
degrees of trust in the workplace. At first, you may trust your coworkers just enough to tell them
surface level things about yourself (e.g., where you went to college, major, hometown, etc.), but
over time, as we've discussed before in this book, we start to self-disclose as deeper levels as our
trust increases. Now, most coworker relationships will never be intimate relationships or even actual
friendships, but we can learn to trust our coworkers within the confines of our jobs.

Relational Maintenance

Kathryn Dindia and Daniel J. Canary (1993) wrote that definitions of the term “relational
maintenance” could be broken down into four basic types:

1. To keep a relationship in existence;

2. To keep a relationship in a specified state or condition;
3. To keep a relationship in a satisfactory condition; and
4. To keep a relationship in repair.
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Mithas argues that relational maintenance is difficult task in any context. Still, coworker
relationships can have a range of negative outcomes if organizational members have difficulty
maintaining their relationships with each other. For this reason, Mithas defines maintenance
difficulty as “the degree of difficulty individuals experience in interpersonal relationships due to
misunderstandings, incompatibility of goals, and the time and effort necessary to cope with
disagreements” (Merthot, 2010, p. 49). Imagine you have two coworkers who tend to behave in an
inappropriate fashion nonverbally. Maybe he sits there and rolls his eyes at everything his coworker
says, or perhaps she uses exaggerated facial expressions to mock her coworker when he's talking.

Having these types of coworkers will cause us (as a third party witnessing these problems) to spend
more time trying to maintain relationships with both of them. On the flip side, the relationship
between our two coworkers will take even more maintenance to get them to a point where they
can just be collegial in the same room with each other. The more time we have to spend trying to
decrease tension or resolve interpersonal conflicts in the workplace, the less time we will ultimately
have on our actual jobs. Eventually, this can leave you feeling exhausted feeling and emotionally
drained as though you just don’t have anything else to give. When this happens, we call this having
inadequate resources to meet work demands.

All of us will eventually hit a wall when it comes to our psychological and emotional resources. When
we do hit that wall, our ability to perform job tasks will decrease. As such, it's essential that we
strive to maintain healthy relationships with our coworkers ourselves, but foster an environment that
encourages our coworkers to maintain healthy relationships with each other. However, it's important
to note that some people will simply never play well in the sandbox others. Some coworker
relationships can become so toxic that minimizing contact and interaction can be the best solution
to avoid draining your psychological and emotional resources.

Ability to Focus

Have you ever found your mind wandering while you are trying to work? One of the most important
things when it comes to getting our work done is having the ability to focus. Within an
organizational context, Methot (2010) defines ability to focus as “the ability to pay attention to value-
producing activities without being concerned with extraneous issues such as off-task thoughts
or distractions” (p. 47). When individuals have healthy relationships with their coworkers, they are
more easily able to focus their attention on the work at hand. On the other hand, if your coworkers
always play politics, stabbing each other in the back, gossiping, and engaging in numerous other
counterproductive workplace (or deviant workplace) behaviors, then it's going to be a lot harder for
you to focus on your job.

Types of Coworker Relationships

Relationships with coworkers in a workplace can range from someone you say hello to almost
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daily without knowing their name, to an acquaintance in another department, to your best friend
that you go on vacations with. We've already learned that proximity plays an important role in
determining our relationships, and most of us will spend much of our time at work in proximity to
and sharing tasks with particular people. However, we do not become friends with all our coworkers.

As with other relationships, perceived similarity and self-disclosure play important roles in workplace
relationship formation. Most coworkers are already in close proximity, but they may break down into
smaller subgroups based on department, age, or even whether or not they are partnered or have
children (Sias, 2005). As individuals form relationships that extend beyond being acquaintances at
work, they become peer coworkers. A peer coworker relationship refers to a workplace relationship
between two people who have no formal authority over the other and are interdependent in some
way. This is the most common type of interpersonal workplace relationship, given that most of us
have many people we would consider peer coworkers and only one supervisor (Sias, 2005).

Even though we might not have a choice about whom we work with, we do choose who our friends
at work will be. Coworker relationships move from strangers to friends much like other friendships.
Perceived similarity may lead to more communication about workplace issues, which may lead
to self-disclosure about non-work-related topics, moving a dyad from acquaintances to friends.
Coworker friendships may then become closer as a result of personal or professional problems. For
example, talking about family or romantic troubles with a coworker may lead to increased closeness
as self-disclosure becomes deeper and more personal. Increased time together outside of work may
also strengthen a workplace friendship (Sias & Cahill, 1998). Interestingly, research has shown that
close friendships are more likely to develop among coworkers when they perceive their supervisor to
be unfair or unsupportive. In short, a bad boss apparently leads people to establish closer friendships
with coworkers, perhaps as a way to get the functional and relational support they are missing from
their supervisor.

Friendships between peer coworkers have many benefits, including making a workplace more
intrinsically rewarding, helping manage job-related stress, and reducing employee turnover. Peer
friendships may also supplement or take the place of more formal mentoring relationships (Sias
& Cahill, 1998). Coworker friendships also serve communicative functions, creating an information
chain, as each person can convey information they know about what's going on in different areas
of an organization and let each other know about opportunities for promotion or who to avoid.
Friendships across departmental boundaries in particular have been shown to help an organization
adapt to changing contexts. Workplace friendships may also have negative effects. Obviously
information chains can be used for workplace gossip, which can be unproductive. Additionally,
if a close friendship at work leads someone to continue to stay in a job that they don't like for
the sake of the friendship, then the friendship is not serving the interests of either person or the
organization. Although this section has focused on peer coworker friendships, some friendships
have the potential to develop into workplace romances.

Now that we've looked at some of the characteristics of coworker relationships, let's talk about the
three different types of coworkers research has categorized. Kram and Isabelle (1985) found that
there are essentially three different types of coworker relationships in the workplace: information
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peer, collegial peer, and special peer. Figure 5.1 illustrates the basic things we get from each of these
different types of peer relationships.

Information Peer Collegial Peer Sgemal
eer
* Information sharing * Career Strategizing  Confirmation
» Workplace * Job-related Feedback * Emotional Support
Socialization/Onboarding « Recognizing competence « Personal Feedback
» Networking / Performance « Friendship

» Knowledge Management/ * Friendship
Maintenance

Figure 5.1 Types of Coworker Relationships. Material adapted from Interpersonal Communication by Jason S.
Wrench; Narissra M. Punyanunt-Carter; and Katherine S. Image: Fanshawe College, CC BY-NC-SA 4.0. [Click to
enlarge].

Information Peers

Information peers are so-called because we rely on these individuals for information about job tasks
and the organization itself. As you can see from Figure 5.1 there are four basic types of activities we
engage information peers for information sharing, workplace socialization/onboarding, networking,
and knowledge management/maintenance.

Information Sharing

First, we share information with our information peers. Of course, this information is task-focused, so
the information is designed to help us complete our job better.

Workplace Socialization and Onboarding

Second, information peers are vital during workplace socialization or onboarding. Recall from our
discussion on organizational culture, workplace socialization can be defined as the process by which
new organizational members learn the rules (e.g., explicit policies, explicit procedures, etc.), norms
(e.g., when you go on break, how to act at work, who to eat with, who not to eat with, etc.), and
culture (e.g., innovation, risk-taking, team orientation, competitiveness, etc.) of an organization.
Onboarding is the formal process of socialization when an organization helps new members get
acquainted with the organization, its members, its customers, and its products/services.
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Networking

>Third, information peers help us network within our organization or a larger field. Half of being
successful in any organization involves getting to know the key players within the organization. Our
information peers will already have existing relationships with these key players, so they can help
make introductions. Furthermore, some of our peers may connect with others in the field (outside
the organization), so they could help you meet other professionals as well.

Knowledge Management/Maintenance

Lastly, information peers help us manage and maintain knowledge. During the early parts of
workplace socialization, our information peers will help us weed through all of the noise and focus
on the knowledge that is important for us to do our jobs. As we become more involved in an
organization, we can still use these information peers to help us acquire new knowledge or update
existing knowledge. When we talk about knowledge, we generally talk about two different types:
explicit and tacit. Explicit knowledge is information that is kept in some retrievable format. For
example, you'll need to find previously written reports or a list of customers’' names and addresses.
These are examples of the types of information that physically (or electronically) may exist within
the organization. Tacit knowledge, on the other hand, is the knowledge that's difficult to capture
permanently (e.g., write down, visualize, or permanently transfer from one person to another)
because it's garnered from personal experience and contexts. Informational peers who have been in
an organization for a long time will have a lot of tacit knowledge. They may have an unwritten history
of why policies and procedures are the way they are now, or they may know how to “read” certain
clients because they've spent decades building relationships. For obvious reasons, it's much easier
to pass on explicit knowledge than implicit knowledge.

Collegial Peers

The second class of relationships we'll have in the workplace are collegial peers or relationships that
have moderate levels of trust and self-disclosure and is different from information peers because
of the more openness that is shared between two individuals. Collegial peers may not be your best
friends, but they are people that you enjoy working with. Some of the hallmarks of collegial peers
include career strategizing, job-related feedback, recognizing competence/performance, friendship.

Career Strategizing

First, collegial peers help us with career strategizing. Career strategizing is the process of creating a
plan of action for one’s career path and trajectory. First, notice that career strategizing is a process,
so it's marked by gradual changes that help you lead to your ultimate result. Career strategizing isn't
something that happens once, and we stay on that path for the rest of our lives. Often or intended
career paths take twists and turns we never expected nor predicted. However, our collegial peers are
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often great resources for helping us think through this process either within a specific organization
or a larger field.

Job-Related Feedback

Second, collegial peers also provide us with job-related feedback. We often turn to those who are
around us the most often to see how we are doing within an organization. Our collegial peers can
provide us this necessary feedback to ensure we are doing our jobs to the utmost of our abilities and
the expectations of the organization. Under this category, the focus is purely on how we are doing
our jobs and how we can do our jobs better. We will talk more about giving and receiving feedback
in future chapters of this book.

Recognizing Competence/Performance

Third, collegial peers are usually the first to recognize our competence in the workplace and
recognize us for excellent performance. Generally speaking, our peers have more interactions with
us on the day-to-day job than does middle or upper management, so they are often in the best
position to recognize our competence in the workplace. Our competence in the workplace can
involve having valued attitudes (e.g., liking hard work, having a positive attitude, working in a
team, etc.), cognitive abilities (e.g., information about a field, technical knowledge, industry-specific
knowledge, etc.), and skills (e.g., writing, speaking, computer, etc.) necessary to complete critical
work-related tasks. Not only do our peers recognize our attitudes, cognitive abilities, and skills, they
are also there to pat us on the backs and tell us we've done a great job when a task is complete.

Friendship

Lastly, collegial peers provide us a type of friendship in the workplace. They offer us a sense of
camaraderie in the workplace. They also offer us someone we can both like and trust in the
workplace. Nowy, it's important to distinguish this level of friendships from other types of friendships
we have in our lives. Collegial peers are not going to be your “best friends,” but they will offer you
friendships within the workplace that make work more bearable and enjoyable. At the collegial level,
you may not associate with these friends outside of work beyond workplace functions (e.g., sitting
next to each other at meetings, having lunch together, finding projects to work on together, etc.). It's
also possible that a group of collegial peers will go to events outside the workplace as a group (e.g.,
going to happy hour, throwing a holiday party, attending a baseball game, etc.).

Special Peers

The final group of peers we work with are called special peers. Kram and Isabella (1985)note that
special peer relationships “involves revealing central ambivalences and personal dilemmas in work
and family realms. Pretense and formal roles are replaced by greater self-disclosure and self-
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expression” (p. 121) Special peer relationships are marked by confirmation, emotional support,
personal feedback, and friendship.

Confirmation

First, special peers provide us with confirmation. When we are having one of our darkest days at
work and are not sure we're doing our jobs well, our special peers are there to let us know that we're
doing a good job. They approve of who we are and what we do. These are also the first people we go
to when we do something well at work.

Emotional Support

Second, special peers provide us with emotional support in the workplace. Emotional support from
special peers comes from their willingness to listen and offer helpful advice and encouragement.
Kelly Zellars and Pamela Perrewé (2001) have noted there are four types of emotional social support
we get from peers: positive, negative, non-job-related, and empathic communication. Positive
emotional support is when you and a special peer talk about the positive sides to work. For example,
you and a special peer could talk about the joys of working on a specific project. Negative emotional
support, on the other hand, is when you and a special peer talk about the downsides to work.
For example, maybe both of you talk about the problems working with a specific manager or
coworker. The third form of emotional social support is non-job-related or talking about things that
are happening in your personal lives outside of the workplace itself. These could be conversations
about friends, family members, hobbies, etc. A good deal of the emotional social support we get
from special peers has nothing to do with the workplace at all. The final type of emotional social
support is empathic commmunication or conversations about one's emotions or emotional state in
the workplace. If you're having a bad day, you can go to your special peer, and they will reassure you
about the feelings you are experiencing. Another example is talking to your special peer after having
a bad interaction with a customer that ended with the customer yelling at you for no reason. After
the interaction, you seek out your special peer, and they will confirm your feelings and thoughts
about the interaction.

Personal Feedback

Third, special peers will provide both reliable and candid feedback about you and your work
performance. One of the nice things about building an intimate special peer relationship is that both
of you will be honest with one another. There are times we need confirmation, but then there are
times we need someone to be bluntly honest with us. We are more likely to feel criticized and hurt
when blunt honesty comes from someone when we do not have a special peer relationship. Special
peer relationships provide a safe space where we can openly listen to feedback even if we're not
thrilled to receive that feedback.
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Friendship

Lastly, special peers also offer us a sense of deeper friendship in the workplace. You can almost think
of special peers as your best friend(s) within the workplace. Most people will only have one or maybe
two people they consider a special peer in the workplace. You may be friendly with a lot of your peers
(i.g9. collegial peers), but having that special peer relationship is deeper and more meaningful.

A Further Look at Workplace Friendships

At some point, a peer coworker relationship may, or may not, evolve into a workplace friendship.
According to Patricia Sias, there are two key hallmarks of a workplace friendship: voluntariness and
personalistic focus. First, workplace friendships are voluntary. Someone can assign you a mentor
or a mentee, but that person cannot make you form a friendship with that person. Most of the
people you work with will not be your friends. You can have amazing working relationships with your
coworkers, but you may only develop a small handful of workplace friendships. Second, workplace
friendships have a personalistic focus. Instead of just viewing this individual as a coworker, we see
this person as someone who is a whole individual who is a friend. According to research, workplace
friendships are marked by higher levels of intimacy, frankness, and depth than those who are peer
coworkers (Sias, & Cahill, 1998).

Friendship Development in the Workplace

According to Patricia Sias and Daniel Cahill (1998), workplace friendships are developed by a series
of influencing factors: individual/personal factors, contextual factors, and communication
changes. First, some friendships develop because we are drawn to the other person. Maybe you're
drawn to a person in a meeting because she has a sense of humor that is similar to yours, or maybe
you find that another coworker’s attitude towards the organization is exactly like yours. Whatever
the reason we have, we are often drawn to people that are like us. For this reason, we are often drawn
to people who resemble ourselves demographically (e.g., age, sex, race, religion, etc.).

A second reason we develop relationships in the workplace is because of a variety of different
contextual factors. Maybe your office is right next to someone else's office, so you develop a
friendship because you're next to each other all the time. Perhaps you develop friendships because
you're on the same committee or put on the same work project with another person. In large
organizations, we often end up making friends with people simply because we get to meet them.
Depending on the size of your organization, you may end up meeting and interact with a tiny
percentage of people, so you're not likely to become friends with everyone in the organization
equally. Other organizations provide a culture where friendships are approved of and valued. In
the realm of workplace friendship research, two important factors have been noticed concerning
contextual factors controlled by the organization: opportunity and prevalence (Nielsen et al., 2000).
Friendship opportunity refers to the degree to which an organization promotes and enables workers
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to develop friendships within the organization. Does your organization have regular social
gatherings for employees? Does your organization promote informal interaction among employees,
or does it clamp down on coworker communication? Not surprisingly, individuals who work in
organizations that allow for and help friendships tend to be satisfied, more motivated, and generally
more committed to the organization itself.

Friendship prevalence, on the other hand, is less of an organizational culture and more the degree
to which an individual feels that they have developed or can develop workplace friendships. You
may have an organization that attempts to create an environment where people can make friends,
but if you don't think you can trust your coworkers, you're not very likely to make workplace friends.
Although the opportunity is important when seeing how an individual responds to the organization,
friendship prevalence is probably the more important factor of the two. If I'm a highly
communicative apprehensive employee, | may not end up making any friends at work, so | may see
my workplace place as just a job without any commitment at all. When an individual isn't committed
to the workplace, they will probably start looking for another job (Nielsen et al., 2000).

Lastly, as friendships develop, our communication patterns within those relationships change. For
example, when we move from being just an acquaintance to being a friend with a coworker, we
are more likely to increase the amount of commmunication about non-work and personal topics.
When we transition from friend to close friend, Sias and Cahill note that this change is marked by
decreased caution and increased intimacy. Furthermore, this transition in friendship is characterized
by an increase in discussing work-related problems. The final transition from a close friend to
“almost best” friend. According to Sias and Cahill, “Because of the increasing amount of trust
developed between the coworkers, they felt freer to share opinions and feelings, particularly their
feelings about work frustrations. Their discussion about both work and personal issues became
increasingly more detailed and intimate” (Sias & Cahill, 1998, p. 288).

Relationship Disengagement

Thus far, we've talked about workplace friendships as positive factors in the workplace, but any
friendship can sour. Some friendships sour because one person moves into a position of authority of
the other, so there is no longer perceived equality within the relationship. Some friendships devolve
because of conflicting expectations of the relationship. Maybe one friend believes that giving him a
heads up about insider information in the workplace is part of being a friend, and the other person
sees it as a violation of trust given to her by her supervisors. When we have these conflicting ideas
about what it means to “be a friend,” we can often see a schism that gets created. So, how does
an individual get out of workplace friendships? Patricia Sias and Tarra Perry (2004) were the first
researchers to discuss how colleagues disengage from relationships with their coworkers. Sias and
Perry found three distinct tools that coworkers use: state-of-the-relationship talk, cost escalation,
and depersonalization. Before explaining them, we should mention that people use all three and do
not necessarily progress through the three in any order.
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State-of-the-Relationship Talk

The first strategy people use when disengaging from workplace friendships involves state-of-the-
relationship talk. State-of-the-relationship talk is exactly what it sounds like; you officially have a
discussion that the friendship is ending. The goal of state-of-the-relationship talk is to engage the
other person and inform them that ending the friendship is the best way to ensure that the two
can continue a professional, functional relationship. Ideally, all workplace friendships could end in a
situation where both parties agree that it's in everyone’s best interest for the friendship to stop. Still,
we all know this isn't always the case, which is why the other two are often necessary.

Cost Escalation

The second strategy people use when ending a workplace friendship involves cost escalation. Cost
escalation involves tactics that are designed to make the cost of maintaining the relationship higher
than getting out of the relationship. For example, a coworker could start belittling a friend in public,
making the friend the center of all jokes, or talking about the friend behind the friend's back. All of
these behaviors are designed to make the cost of the relationship too high for the other person.

Depersonalization

The final strategy involves depersonalization. Depersonalization can come in one of two basic forms.
First, an individual can depersonalization a relationship by stopping all the interaction that is not
task-focused. When you have to interact with the workplace friend, you keep the conversation purely
business and do not allow for talk related to personal lives. The goal of this type of behavior is to alter
the relationship from one of closeness to one of professional distance. The second way people can
depersonalize a relationship is simply to avoid that person. If you know a workplace friend is going
to be at a staff party, you purposefully don't go. If you see the workplace friend coming down the
hallway, you go in the opposite direction or duck inside a room before they can see you. Again, the
purpose of this type of depersonalization is to put actual distance between you and the other person.
According to Sias and Perry's (2004) research, depersonalization tends to be the most commonly
used tactic.

Romantic Relationships

Workplace romances involve two people who are emotionally and physically attracted to one
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another (Sias, 2009). We don't have to look far to find evidence that this relationship type is the most
controversial of all the workplace relationships (Boyd, 2010). So what makes these relationships so
problematic?

Some research supports the claim that workplace romances are bad for business, while other
research claims workplace romances enhance employee satisfaction and productivity. Despite this
controversy, workplace romances are not rare or isolated, as research shows 75 to 85 percent of
people are affected by a romantic relationship at work as a participant or observer (Sias, 2009).
People who are opposed to workplace romances cite several common reasons. More so than
friendships, workplace romances bring into the office emotions that have the potential to become
intense. This doesn't mesh well with a general belief that the workplace should not be an emotional
space. Additionally, romance brings sexuality into workplaces that are supposed to be asexual, which
also creates a gray area in which the line between sexual attraction and sexual harassment is blurred
(Sias, 2009). People who support workplace relationships argue that companies shouldn't have a say
in the personal lives of their employees and cite research showing that workplace romances increase
productivity. Obviously, this is not a debate that we can settle here. Instead, let's examine some of
the communicative elements that affect this relationship type.

Individuals may engage in workplace romances for many reasons, three of which are job motives,
ego motives, and love motives (Sias, 2009). Job motives include gaining rewards such as power,
money, or job security. Ego motives include the “thrill of the chase” and the self-esteem boost one
may get. Love motives include the desire for genuine affection and companionship. Despite the
motives, workplace romances impact coworkers, the individuals in the relationship, and workplace
policies. Romances at work may fuel gossip, especially if the couple is trying to conceal their
relationship. This could lead to hurt feelings, loss of trust, or even jealousy. If coworkers perceive
the relationship is due to job motives, they may resent the appearance of favoritism and feel
unfairly treated. The individuals in the relationship may experience positive effects such as increased
satisfaction if they get to spend time together at work and may even be more productive. Romances
between subordinates and supervisors are more likely to slow productivity. If a relationship begins
to deteriorate, the individuals may experience more stress than other couples would, since they may
be required to continue to work together daily.

Over the past couple decades, there has been a national discussion about whether or not
organizations should have policies related to workplace relationships, and there are many different
opinions. Company policies range from complete prohibition of romantic relationships, to policies
that only specify supervisor-subordinate relationships as off-limits, to policies that don't prohibit
but discourage love affairs in the workplace (Sias, 2009). One trend that seeks to find middle
ground is the “love contract” or “dating waiver” (Boyd, 2010). This requires individuals who are
romantically involved to disclose their relationship to the company and sign a document saying that
it is consensual and they will not engage in favoritism. Some businesses are taking another route
and encouraging workplace romances. Southwest Airlines, for example, allows employees of any
status to date each other and even allows their employees to ask passengers out on a date. Other
companies like AT&T and Ben and Jerry’s have similar open policies (Boyd, 2010). Some organizations
require a consensual romance agreement to be signed by two romantically-involved employees
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representing that their relationship is entirely consensual and acknowledging the employer’s anti-

harassment policies and rules. Parties are also often reminded in these documents the standards for

appropriate behavior (e.g., limiting displays of affection), conflict of interest, preferential treatment,

etc that might arise as a result of the relationship. Finally, the document may also outline

expectations for behaviour if the relationship ends.

Sexual Harassment

While we just discussed consensual romantic
relationships in the workplace, it is also important to
acknowledge the fact that many romantic advances that
occur in the workplace are unsolicited and unwanted. It is
important for everyone to be aware of what sexual
harassment is, what types of behaviours that it entails, and
what to do you if you are the subject of unwanted
advances at work or if you witness an incidence of sexual
harassment against another individual in your place of
work.The Canada Labour Code's definition of sexual
harassment is quite broad, but oriented more toward the
perception of the person offended than the intentions of
the offender. Though there is nothing wrong with discrete
flirtation between two consenting adults on break at work,
a line is crossed as soon as one of them—or third-party
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