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raining to Manage

Conflict

Today, good conflict management skills are neees-
sarv for al organization members—not just managers.

By ROBERT CHASNOFF and PETER MUNIZ

ronically, unless we agree on the

definitions of conflict and confron-
JHLtation, the terms themselves can
become a source of conflict. Conflict oc-
curs between two or more parties when
self-interests clash, the actions of in-
dividuals adversely affect productivity
and/or working relationships, or unre-
solved controversy causes individuals to
lash out at each other.

People usually speak of conflict and
confrontation together. Images that come
to mind are one party "shouting another
party down," "telling the other party off,"
or "telling the other party that 'this isthe
last straw' and walking away." But, con-
frontation means something different.
Confrontation is a systematic process or
sequence that isused by parties who are
in conflict and together are trying to
resolve the conflict.

Principles and assumptions

Several basic principles and assump-
tions should govern the conduct of con-
flict management programs:

e Conflict is inevitable because of the
many problems and ambiguities, as well
as the opportunities for growth, advance-
ment and change in contemporary organ-
izations. The probability of conflict can
increase with organizational size and
complexity.

« Organizations function as a system of
interrelated parts.

e To deal effectively with conflict, first
identify its underlying causes and dont
react merely to symptoms.

Robert Chasnoffis president of the Laboratory for
Applied Behavioral Science, Inc., in IVestfield,
N.J. Peter Muniz ispresident of Peter Muniz &
Company, Somerset, N.J., a training consulting
firm.

« All conflicts cannot be confronted.
People at work do not have the luxury
of unlimited time and energy. Decisions
have to be made on how to select and
how to apportion these resources. In-
dividuals who go about confronting every
issue without regard to value or impor-
tance of the issue may impede their own
and others' productivity and fail to resolve
some conflicts.

« When people succeed in understand-
ing, confronting and resolving conflict,
they may enhance both organizational
productivity and interpersonal relation-
ships.
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« While conflict
conflict prevention

resolution is useful,
is more productive and
easier, and generally requires less time
and energy. For example, conflicts often
arise when there is lack of definition or
clarity about job roles among individuals,
thereby calling for the need to confront
and resolve. In such acase, definition and
clarification of responsibility, authority
and accountability before individuals start
working together could better prevent
conflict and increase organizational
productivity.
« Conflicts related to work outcomes
should be the target of attention.
« Experiential learning greatly enhances
the potential of the workshop. Whenever
possible, use at least one exercise or
design that is"real life." An attendant risk,
however, is that some people's learning
styles cause them to have difficulty with
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the experiential approach.

e Third party conflict intervention skills
may be just as important for some par-
ticipants as are conflict resolution skills.
Therefore, participants should be given
the opportunity to develop or test such
skills in a workshop.

e The trainer(s) must spontaneously-
model conflict confrontation and resolu-
tion skills during the workshop.

« Two key words—conflict and
confrontation—must be defined clearly
and explicitly to explain how they are
used within the program.

« Conflict confrontation and resolution

is complex. Gimmicks, simplistic for-
mulas, catch phrases or training programs
that do not take into account the com-
plexity of organizations should be
avoided.

¢ At certain times in some organiza-
tions the approaches described here can
actually be dysfunctional. The ap-
proaches cannot by themselves easily

solve, for example, problems relating to

competence, power or willingness to
change things, or long-embedded
practices.

* In @l organizations the issue of risk is
significant and must be addressed.

e There is more than one approach to
conflict confrontation and resolution.

Components and objectives

Conflict training programs must consist
of at least three major components. Par-

TWhile eotifli<;t resolution is useful, eonflic;t prevention is
more produetive! and. easiier v
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ticipants should leave a program with the
necessary concepts and skill practice:
« to determine the effects of unresolved
conflict on organizational productivity and
interpersonal/inter-unit relationships;

* to identify the causes of conflict;

« to confront and resolve conflict.

The program should be conducted in
either atwo- or three-day workshop. In
the two-day program, work toward the
following objectives.

Participants will:

* be able to list at least 10 organiza-
tional factors that cause or increase
conflict;

* be able to list and define five modes
for handling conflict and at least two
possible results or consequences of each
mode;

e given a conflict situation (such as a
simulation or a decision-making task), be
able to identify their own conflict-
handling mode and its effect on
outcomes;

m be able o state the four conditions for
initiating a confrontation;

® be able to describe five steps of a
confrontation sequence and the main task
at each step in the sequence;

® be able to state and define at least
five criteria for helpful feedback;

@ gain skill practice in dealing with
conflict.

A third day can focus either on applica-
ton of the concepts and skills or third-
party intervention skills.

The workshop consists of [1 units.
Most trainers are aware of, or have their
own method for handling, warm-up, con-
tracting and results verification (Units
One, Two and Eleven), so we won't
describe our approach here. However, we
usually try to connect warm-up activity
with the main thrust of our workshops.

Unit Three

Unit Three concerns conflict and its
impact on work outcomes (analysis and
definitions). We open with a lecturette on
decision-making modes used by groups:
decision by an individual, decision by a
minority, decision by a majority, decision
by consensus and decision by unanimi-
ty. We state that in the upcoming activi-
ty the participants will have to apply
unanimity or consensus.

Ye point out that in the activwity the
results and the process for achieving the
results may be influenced by unresolved
conflict. When we conduct a public
workshop, the activity is generally a
simulation. However, when we do the

workshop within an organization, we fre-
quently design a situation relevant to the
organization.

After conducting the exercise, analyze
and describe how the group handled the
exercise—with special emphasis on the
results achieved by the group and the pro-
cess factors that affected the group's
work. In connection with this analysis and
description we distribute a sheet contain-
ing our definitions of conflict and relate
the definitions to the exercise just com-
pleted and to organizational situations.

Unit Four

Unit Four identifies role-related factors
that cause conflict. A classic example is
cited: the conflict between line and staff
groups. To introduce this work, par-
ticipants are divided into small groups.
Each group is given a card with the task
piiated on it "Dcevelop a list of possibic
causes of conflict between or among the
following. . .” One underlined phrase, dif-
fering for each subgroup and governed by
the composition and size of the workshop
group, is selected from a list that includes
the individual and the organization,
departments or units, peers, boss and
subordinate, sexes, and cultures.

The subgroup lists are presented and
discussed. Qur key point for this unic: If
you know the possible causes of conflict
in different situations or role relationships,
you can more easily prevent, analyze,
confront and resolve conflict.

Unit Five

Unit Five concerns organizational fac-
tors that influence conflict. The intent is
to sharpen participants’ awareness of how
the organization itself can be the cause
of conflict. The unit can be launched with
a lecturette or can be presented in ques-
tion. Handing out a list of factors and ask-
ing for additions is another useful
introduction.

Whatever the approach, factors fre-
quently identified are:
m organizational structure;
® how, by whom, and where impor-
tant decisions are made;
a modes of dealing with conflict that
are encouraged or punished;
m performance appraisal systems
{those adwveriiscd and those used);
¢ level of an organization's
development;
¢ types and distribution of power;
e clarity of mission.

The next task is to cite specific ex-
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amples of how each factor may con-
tribute to conflict and how, in tury,
the organization's productivity is
influenced.

Unit Six

Unit Six concerns the impact of in-
dividuals' values on organizational con-
flict. Individuals' values are the criteria
people use to make decisions about
themselves, about their work and about
other people. We distribute a list of 31
values. The list includes items such as ac-
ceptance, accountability for important
results, enjoyment, family and power.

Participants are instructed to check 10
of their deepest values. The next step is
to ask the participants to study those
selected, decide on one item to eliminate
from the list, and then cross it off

A second, third and fourth value are
eliminated similarly.

Group reactions are now assessed. Par-
ticipants are asked what would happen if
we were to continue asking them to give
up important individual values. The
discussion generally highlights the follow-
ing points:

n Different people have different
values. Conflict emerges when different
people strive for different priorities.

e There are problems when an in-
dividual's values are at variance with the
values held by the organization, the
hierarchy or the majority of people in the
organization who possess power.

¢ Individuals can compromise on cer-
tain values but would "go down fighting"
sooner than give up any part of other
values.

Unit Seven

Unit Seven concerns confrontation in
organizations. The focus until now has
been placed on assessing the many fac-
tors that may contribute to organizational
conflict. We summarize the previous
units, relating inputs made by trainers and
participants, and apply these to the ex-
ercise in Unit Three. Now, we direct at-
tention to doing something constructive
about organizational conflict. Training in
this unit involves reading material, han-
douts, lecturettes and group discussion.

First we present the following addi-
tional factors that influence conflict and
confrontation:

* adescription of defensive and suppor-
tive communication climates;

« definition of five conflict-handling
modes available to parties in conflict;

® guidelines for conflict management;
m sources of power available to
individuals;
m negotiation strategies used by in-
dividuals in conflict;
« the definition of confrontation;
« conditions for initiating a confron-
tation;
e criteria for helpful feedback;
¢ anticipated outcomes of successful
and unsuccessful confrontation.
Participants are given a step-by-step ap-
proach to confrontation (see Figure 1).
This formulation defines a series of steps
to be used by parties interested in con-
fronting conflict. (The model applies to
individuals and/or groups so the term
"parties" in the figure may refer either to
individuals or groups.) Basic to the use
of the model is the assessment that there
is a conflict and the willingness to use a
problem-solving approach. Several points
are stressed in the presentation. First, one
or both parties may elect to reject the
confrontation at any point along the way.
For example, if party B refuses to par-
ticipate at the beginning (step 3), the con-
frontation is unsuccessful. The same ap-
plies to step 4 if the parties cannot agree
on who owns the problem. We also note
that, even at the final step, one or both
parties may decide not to resolve the con-
flict. We emphasize this because we want
to ensure that participants recognize that
the sequence is merely a useful tool which
does not guarantee resolution unless both
parties are willing and able to carry the
sequence through all five steps and into
resolution. We also emphasize that this
sequence presents one of several possi-
ble confrontation models. Those
developed by Isgar' and Filley’ may serve
people better than ours. Another point is
that the sequence can be used by a third
party who is helping two parties (A and
B) confront each other. In this case, third
parties must remain just that—third
parties—without any vested interest in
the outcome (other than that the conflict
be resolved, if possible). As soon as the
third party begins to side with one of the
parties in conflict, the third party has
become part of the conflict and is no
longer useful. After this unit, participants
are challenged to apply the concepts in
the remaining units.

Unit Eight

Unit Eight concerns making and
analyzing a group decision. Participants
now decide how they want to use the
time available for Unit Nine (usually one
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Figure 1—A Confrontation Sequence

A interact (in an organiza-
wareness tion. team, decisionmak-
in roup, etc.
NOTES: g group )
The interaction between
Party "A" and Party "B"

creates a reaction in Party Party "A" reacts and

becomes aware that

aware that conflict exists. . :
conflict exists.

Party "A" decides to

The Decision to Confront confront Party "B." Party
) "A" becomes the
Party "A" decides to con- confronter.

front Party "B."

"A" determines the
issue(s), behaviors and
feelings, reactions.

"B" becomes the con-
frontee and listens (must
recognize own initial
Party "A" initiates the defensive feelings, and

The Confrontation "A" initiates the

confrontation.

confrontation.

"A" states the issues,
"B" listens. behaviors and feelings,
reactions.

"B" asks questions,

clarifies, states the

issues, behaviors and asks questions.
feelings, reactions.

Determining the DETERMINES DETERMINES
Problem/Conflict Locus MY OUR YOUR MY OUR YOUR
Party "A" and Party "B"
determine the locus of the
problem/conflict.

o/
Finalized?

No need to go any
further; issue(s) settled,
clarified; no need for

Determining the Outcome

) Cado
and Further Steps Resolution Required?

Do we wish to resolve?

change.
determine and implement YES «
the appropriate outcome of Possible Solutions
the confrontation and : —Decision re: problems Implement alternatives to
Zgrerg c;?atf:rther steps, f —New, changed b.ehavior confrontation/resolution.
pprop : —contract for dealing

with continuing behavior
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half day). They make the decision after
we present some possible alternatives.
They are told that they do not have to
limit themselves to these alternatives.
They are also told that the activity will
help them apply the conflict and confron-
tation concepts presented so far. After
they make the decision, they are given
an opportunity to analyze the results and
the process, applying conflict and con-
frontation concepts to the decision they
just made. The decision made in this unit
is implemented in Unit Nine.

The optional third day is Unit Ten.
When we conduct a third day, the focus
then is usually on preparing and practic-
ing for a back-home application, andfor
developing third-party intervention skills
for conflict confrontation.

Discussion

Focusing the program on organizational
factors is more useful than considering
only individuals’ behavior. The confron-
tation sequence is also cited as a useful
conceptualization that lays out a pattern
of specific actions for confronting conflict.

The selection of prepared simulations
versus the creation of proper relevant ac-
tivities is an important consideration. We
want activities that are helpful in creating
proper amounts of conflict within the
workshop as a basis for covering the ma-
jor training components. There are many
good sources for simulations and exer-
cises.® However, whenever possible, ex-
ercises should relate as much as possible
to the type of work done by participants
and their organizations. The mote
realistic the conflict exercise, the more
likely participants will be able to inter-
nalize the conceprs and skills during the
workshop and use them after the
workshop,

A conflict confrontation training pro-
gram can at once be exciting, self-
revealing, self-confronting and frustrating,
Conflict tends to be a focal point or
lightening rod for many factors closely
related to the work flow in an organiza-
tion. Similarly, many organizations lack
clear procedures for confronting conflict.
In some cases a conflict workshop helps
participants assess causes, confront and
resolve conflicts. Making use of these
means usually involves risk. Frequently,
the risk-taking is justified by the an-
ticipated results or payoff. In other cases,
some participants are frustrated by the
prospect of returning to organizations
where, no matter how much risk they
personally are willing to take, conflict
resolution is impossible, inpractical or,

may lead to significant negative conse-
quences. "The participants must judge for
themselves.

References

1. [sgar, T. (1977). Conflict resolution: A
ten-step process. 0D Pracationer, 1-3,
14-15.

2. Fillev, A.C. (1973). luterpersonal conflict
resolutron. Glenview, Ill.: Scott,
Foresman and Co.

3. Johnson, D.W. Human relarions and your

career: A guide 1o inrerpersenal skills,
Glenview, Ill.: Scott, Foresman and
Co.; Johnson, D.W., & Johnson, F.P.
(1982). Joining togerker: Group theory and
group skitls. (2nd edition). Englewood
Chiffs, N.J.: Prentice-Hall; Pfeiffer, W.].
& Jones, LE. (eds.) )1969-1984). 4
handbook of structured experzences for
human relations iraining, {-XI. San
Diego, Calif.: University Associates.

a

T

Introducing...
" THE NEW

HARVARD
BUSINESS
REVIEW

VIDEO

SERIES

Bringing to life the most popular
articles of the Harvard Business Review
Now Avalable

THE MIDDLE MANAGER
AS INNOVATOR

Featuring:

bound company.
AN INVALUABLE 30-Minute EXPERIENCE

Dr. ROSABETHMOSS KANTER. Author of the HBR article, management
consultant, Professor of Organization and Managemenl, she is the on-
camera guide. Against the background of actual cases she formulates 3
steps in the innovation process; distills 5 characteristics of effective in-
ﬁ novatars; places innovation in its proper arganizational framework,

TOM WEST of Data General Corporation. Exemplifies the superb
innovation-team manager. Details how he got top performance from a
handpicked team that developed Data General's breakthrough computer.
Subject of the Pulitzer Prize book, the Soul of a New Machine.

RONROUXofNew England Telephone. Shows how an innovator "does
his homework—defines his problem, sells his solution, builds a coalition
of insiders to work on it. An excellent view of innovation in a tradition

Real people talking about the real world. Here's a concise, subslantive treatment of a subject that's
vital to every business regardless of size, structure, culture or past history. Video gives it new

dynamism!
THE FUTURE BEGINS TODAY

Those who don't understand innovation and the innovative process are inviting disaster. Top echelon
officers, directors, and middle managers all have a stake in innovation. Among them this program
deserves to be required viewing. The common understanding that it fosters is a necessary prelude

to successful innovation.

One-week rental $125
Purchase $600

Cassette comes complete with an excellent discussion guide. Provides background, discussion

points, questions, bibliography.
To order, call or write today.

OVfT# Teleproc/rams
A Simon & Schuster Communications Company

108 Wilmot Road « Deerfield, IL 60015

Inc.

312-940-1260 « 800-255-0208

Circle No. 135 on Reader Service Card

Training and Development Journal, January 1985

53



