Chapter 3

Conflict, Culture, and Relationships



Chapter 3 Objectives

Identify types of conflict and strategies for
managing conflict

Define individualistic and collectivistic cultures and
low-context and high-context cultures

Identify the role interpersonal relationships play in
organizational success

Determine your personal communication style
Define the terms clear expectations, reciprocal
relationships, self-fulfilling prophecy, and trust cycles
List the four main communication styles



Managing Conflicts in the
Workplace

e Conflict is impossible to avoid
e |f managed effectively, conflict can result in

improved team relationships, communication, and
productivity
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A model for self-awareness, personal development, group

development and understanding relationship,...

A simple and useful tool for understanding and training self-
awareness, personal development, improving communications,

Interpersonal relationships, group dynamics, team development
and inter- group relationships

Developed by American psychologists Joseph Luft and Harry
Ingham in the 1950's, calling it 'Johari' after combining their first
names, Joe and Harry

Especially relevant due to emphasis on, and influence of '

behaviour, empathy, cooperation, inter-group development and
Interpersonal development
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Number | Name S L
1 62 76
2 45 7
3 86 84
4 73 73
5 60 74
6 50 72
7 70 66
8 85 75
9 74 77
10 67 67
11 89 72
12 48 80
13 65 73
14 54 72
15 68 72
16 69 75
17 78 85
18 51 82

66.7 74.8

AVG
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Conflict Types

e A-type conflict
— Relationship conflict
e Sidetracks team from issues and creates
defensiveness and anger
— A stands for affective or emotional

e C-type conflict
— Task conflict
e Improves team productivity and relationships
and creates feeling of satisfaction
— Cstands for cognitive



Conflict Type

S

e |f team members have strong relationship and trust
each other, C-type conflict works well

— Basic ground ru
separate from t

e for C-type conflict is “ideas are
ne person”

— Another ground
in the form of a
evaluative

— C-type groups c
occasionally

rule is that feedback that is often
question should be descriptive not

an experience negative conflict



Conflict Types

e When team members do not have strong
relationship and trust is weak, A-type conflict will
likely occur

— In affective conflict, members may feel awkward
giving and receiving feedback

— Disagreements often become personal

— Feedback in A-type conflict tends to be evaluative



Conflict Types

e Teams with A-type conflict spend most of their
energy dealing with emotions instead of solving
complex problems and arriving at innovative ideas

e The chance that A-type conflict will be productive is
slim unless definite steps are taken to provide
change



Conflict Strategies n ﬂ]

* When you experience conflict, how do you or
others typically handle it ?

* Withdraw from it

* Giveinto other’s wishes

* Implement compromise

* Convince others your way is better
Search for a solution agreeable to all



Conflict Strategies (Fig 3.1)

Assertive

unassertive

1

e e— -

1

L] T

Uncooperative Cooperative

Cooperativeness—concern for others

>

l Conflict styles

© Cengage Learning®. All Rights Reserved.



Avoiding/Withdrawal

e This person:

— Feels equally little concern for others and for self

— Maintains neutrality at all costs

— Removes self either physically or mentally from
groups experiencing any type of conflict



Accommodating/Smoothing

e This person:

— Feels a higher concern for others than for self

— Views open conflict as destructive

— Believes surface harmony is important to
maintain good relationships and receive personal
acceptance



Compromising

e This person:

— Takes middle-of-the-road stance on assertiveness
and cooperation and believes high-quality solution is
not as important as workable or agreeable solution

— Views conflict as solvable but uses voting and other
methods of compromise as way to avoid direct
confrontation

— Tries to find solution that everyone can live with

— Usually views compromise as a second, back-up
choice




Competing/Forcing

e This person:

— Views personal goals as much more important
than goals of others

— Views conflict as win-lose situation or as contest
of power

— Has great respect for power and will submit to
arbitration only because arbitrator’s power is
greater



Collaborating/Problem-Solving

e This person:

— Gives equal consideration to others and self

— Views conflict as beneficial if handled openly

— Guides groups through the basic problem-solving
procedure

— Attempts to reach consensus



Choosing the Best Conflict
Strategies

e When selecting conflict strategy for specific
situation, consider:

— Strategy you feel most comfortable using
— Strategy your organization or team prefers
— Advantages and disadvantages of each strategy

e No one seems to benefit if they stick to one style
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ow about our class ?

Self Team Major factor Remark
Evaluation Evaluation in Analysis
12 &~ RE

Volunteer 1

Volunteer 2

Volunteer 3
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How about our class ?



e May be best response to conflict when:

— Issue is trivial

— Power relationships make successful resistance
impossible

— Parties lack communication skills necessary to
prevent destructive escalation

— Potential losses from open conflict outweigh
potential gains

— There is insufficient time to gather needed
information or to work through issue adequately

e Drawback is confrontation is usually only delayed or
transferred to another issue



e May be best response to conflict when:
— Issue is minor
— Damage to relationship would harm both parties
— Temporary reduction in conflict needed to give
time for additional research or information
— Tempers are too hot for productive discussion

e Drawback is it only temporarily solves problem
(putting a bandage on a cut that requires stitches.)



e May be best response to conflict when:
— Decision or action must be immediate
— Parties in conflict expect and appreciate force and
power necessary in a win-lose situation
— Combatants recognize power relationship between
themselves

e Drawbacks are:
— Real cause of conflict not resolved

— Solution may be only temporary (when the losers
gain more power, they may reinstate the conflict.)
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e May be best response to conflict when:
— Both parties stand to gain
— An “ideal” or “quality” solution not required
— Time is short
— Temporary solution needed for complex problem
— Parties in conflict are equals

e Drawbacks are:

— Everyone loses something
— Best solution probably not reached



e May be best response to conflict when:
— Members are trained in problem solving
— Parties have common goals that require everyone’s
cooperation
— Conflict has arisen from misunderstandings or
communication breakdown
— Conflict occurs during crisis

e Drawbacks are:
— May not be successful when parties have different

values or goals
— Usually takes longer to achieve than other strategies



aching Consensus in Conflict
Management

e Five conflict strategies can be divided among three
categories according to type of outcome

— Win-Lose :
— Lose-Lose :

— Win-Win :



Reaching Consensus in Conflict
Management

e Most productive and satisfying strategy over long
run is usually collaboration

e Collaborating problem solver helps group reach
consensus

e Sometimes impossible to reach consensus



If group seems to have reached stalemate, ... ?

e Trythe following procedures before yielding to
compromise or force:

— Clarify situation

— Urge person or group to set the two conflicting
solutions aside temporarily

— Guide the person or group to seek new solutions
through brainstorming of nominal group technique

— Join the person or group in comparing the two
original solutions with the new solution to see which
IS now best
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A. Individualistic and Collectivistic
Cultures

e Western cultures tend to be individualistic cultures
— Individual and individual rights valued more
highly than group identity or group rights

e Asian cultures tend to be collectivistic cultures
— Put more value on group membership, group
obligations, and group goals than on the
individual



A. Individualistic and Collectivistic
Cultures

e Individualistic cultures are problem oriented

e Collectivistic cultures are more relationship oriented

e Individualistic cultures value autonomy,
assertiveness, and democracy and prefer competing
strategies

e Although they also use collaborating and
compromising to solve problems, collectivistic
cultures value empathy and listening and prefer
avoiding and accommodating to preserve
friendships and save face (B2 [, ) for
themselves and others




B. High- and Low-Context Cultures

e Context ik%& = “the information that surrounds an
event” Table3.2

— People who communicate with low-context
messages tend to come from individualistic cultures

— People whose messages are high context tend to
come from collectivistic cultures

— In low-context cultures, messages are clearly spelled
out

— High-context cultures rely only minimally on spoken
words that tend to be brief, indirect, and implicit



B. High- and Low-Context Cultures

* In high context communication an information can have
different meanings according. It needs additional information
to encode (understand).

- Less verbally explicit communication, less written/formal
information

- More internalized understandings of what is communicated

- Multiple cross-cutting ties and intersections with others

- Long term relationships

- Strong boundaries- who is accepted as belonging vs who is
considered an “outsider”

- Knowledge is situational, relational.

- Decisions and activities focus around personal face-to-face
relationships, often around a central person who has authority.



B. High- and Low-Context Cultures

* In low context communication an information has only one
single meaning. No additional information is necessary to
encode (understand) the meaning.

- Rule oriented, people play by external rules

- More knowledge is codified public, external, and accessible.

- Sequencing, separation—of time, of space, of activities, of
relationships

- More interpersonal connections of shorter duration

- Knowledge is more often transferable

- Task-centered. Decisions and activities focus around what needs
to be done, division of responsibilities.



B. High- and Low-Context Cultures

* WHAT THE BRITISH SAY * WHAT THE BRITISH MEAN

WHAT FOREIGNERS UNDERSTAND

* | hearwhat you say * He accepts my point of view

* With the greatest respect
* That's not bad

* Heislistening to me

* That's poor

* Thatis a very brave proposal * He thinks I have courage

* Quite good * Quite good

* |would suggest * Think about the idea, but do what you like

* Oh, incidentally/ by the way * Thatis not very important

* | was a bit disappointed that * It doesn't really matter

* Very interesting
* I'll bearitin mind

* They are impressed
* They will probably do it

* I'msureit’'s my fault *  Why do they think it was their fault?

* You must come for dinner * | will get aninvitation soon

* lalmost agree * He's not far from agreement

* lonly have a few minor comments * He has found a few typos

* Could we consider some other options * They have not yet decided



B. High- and Low-Context Cultures

High Context vs. Low Context

Take a look how members of high and low contextual cultures see themselves and their opposites:

High Context Communication Low Context Communication
.+ polite - open
+ respectful - true
+ Integrates by similarities /harmony - Integrates by authenticity
« not direct - direct

High Context claims Low Context Low Context claims High Context
- Impolite - hiding information
- “cannot read between the lines” - not trustable
+ haive - arrogant
+ no self discipline - too formal
+ too fast - too slow




Applications of Hall s Theories about the Context

Website Design in High and Low Context Cultures

Parameter: Tendency in HC Cultures Tendency in LC Cultures

High use of animation, especially in . ) )
Lower use of animation, mainly reserved

Animation connection with images of moving R
for highlighting effects e.g., of text
people
Images promote values o
. L . Images promote values characteristic of
Promotion of values characteristic of collectivist e g 5 g 5 s
_ individualistic societies
societies
i Featured images depict products Images portray lifestyles of individuals,
Individuals separate or s ¢ i ) g :
. and merchandise in use by with or without a direct emphasis on the
together with the product . . :
individuals use of products or merchandise
Links promote an exploratory Clear and redundant cues in connection
Level of transparency approach to navigation on the with navigation on a website; goal-
website; process-oriented oriented
’ Many sidebars and menus, openin ;
Linear vs. parallel Y ] P g Few sidebars and menus, constant
G e . of new browser windows for each - :
navigation on the website opening in same browser window

new page



C.Monochronic and Polychronic
Cultures

e Monochronic (m-time) cultures view time as a
“scarce resource which must be rationed and
controlled through use of schedules and
appointments”

e Polychronic (p-time) cultures see “the maintenance
of harmonic relationships as most important thing
so use of time needs to be flexible in order that we
do right by various people to whom we have
obligations”



C.Monochronic and Polychronic
Cultures

Continuing our series looking at cross-cultural communication issues we now turn our
attention to monochronic versus polychronic cultures and the impact that can have on
communication. Monochronic cultures like to do just one thing at a time. They value a
certain orderliness and sense of there being an appropriate time and place for everything.
They do not value interruptions. They like to concentrate on the job at hand and take time
commitments very seriously. In addition monochronic people tend to show a great deal of
respect for private property and are reluctant to be either a lender or a borrower. This is part
of a general tendency to follow rules of privacy and consideration as well as adhere
religiously to plans.

Polychronic cultures like to do multiple things at the same time. A manager's office in a
polychronic culture typically has an open door, a ringing phone and a meeting all going on at
the same time. Though they can be easily distracted they also tend to manage interruptions
well with a willingness to change plans often and easily. People are their main concern
(particularly those closely related to them or their function) and they have a tendency to
build lifetime relationships. Issues such as promptness are firmly based on the relationship
rather than the task and objectives are more like desirable outcomes than must do's.

If you live in the United States, Canada, or Northern Europe, you live in a monochronic
culture. If you live in Latin America, the Arab part of the Middle East, or sub-Sahara Africa,
you live in a polychronic culture.



C.Monochronic and Polychronic
Cultures

Interactions between the two types can be problematic.

- Monochronic businessmen cannot understand why the person they are meeting is always
interrupted by phone calls and people stopping by. Is it meant to be insulting? When do they
get down to business?

- Polychronic businessmen cannot understand why tasks are isolated from the organisation
as a whole and measured by output in time instead of part of the overall organisational goal.
How can you separate work time and personal time? Why would you let something as silly
as a schedule negatively impact on the quality of your relationships?

You can quickly see the problems. Recognising whether you are dealing with a polychronic
or monochronic culture and the attendant differences in how time and relationships are
valued is crucial to being able to communicate effectively across cultures.
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Aonochronic and Polychronic
Cultures

Monochronic Culture/People Polychronic Culture/People

Do one thing at a time Do many things at once

Can be easily distracted and
manage interruptions well

Consider an objective to be
achieved, if possible

Are low context and need Are high context and already have
information information

Are committed to people and human
relationships

Adhere religiously to plans Change plans often and easily

Are concerned about not
disturbing others; follow rules of
privacy and consideration

Concentrate on the job

Take time commitments seriously

Are committed to the job

Are more concerned with those who
are closely related than privacy

Show great respect for private Borrow and lend things often and
property; seldom borrow or lend easily

Emphasize promptness Base promptness on the relationship
Are accustomed to short term Have strong tendency to build

relationships lifetime relationships




Cultural Differences and Conflict

e Regardless of the culture, team members could
improve communication by using the following tips:

— Realize there is more than one reasonable
position in a conflict

— Look for the “trigger” to conflict

— Use storytelling as a way to talk about conflict
when a direct approach is undesirable

— Use a neutral third party to mediate really serious
conflicts



Interpersonal Relationships in the
Workplace

e The quality of employee relationships affects:

— Job satisfaction

— Morale

— Ability to meet others’ communication needs

— Commitment to and knowledge of the
organization



Interpersonal Relationships in the
Workplace

e The quality of supervisors' relationships is equally
Important

e The need for strong interpersonal relationships is
especially important in new organization models



Keys to Building and Maintaining
Relationships

e Strong, lasting relationships that we develop with
people at work fulfill a need for us

— As long as the relationships are mutually
satisfying, they will endure
— If not, they will deteriorate



Keys to Building and Maintaining
Relationships

e |In developing and maintaining relationships, it is
important to keep in mind:

— Make expectations clear

— Make use of the “reciprocal nature” of
relationships (a favor from one person is usually returned in kind)

— Watch out for self-fulfilling prophecies

— Maintain mutual trust and respect

— Freely give feedback and self-disclosure when
appropriate



Use Information and Communication
Technologies Carefully

e |CTs have changed the way people foster
relationships in organizations

e Not only are personal relationships formed by using
ICTs, employee-to-employee and employee-to-
customer relationships are formed and maintained
as well

e Using technology requires care



Communication Styles and
Business Relationships

e To make relationships work, we need to understand
our communication styles

e Although a person may have some characteristics of
all four styles, most people have one or sometimes
two dominant styles they typically use when things
are going well and another style they use under
stress



Communication Styles and
Business Relationships

e This classification system is not intended to serve as
a method for stereotyping people but as a practical
way of understanding your own and others’ frame of
reference

e You will note that these styles are closely aligned
with organizational models in Chapter 2

e Note that these styles are a composite of several
different styles approaches



Wmunication Styles and

Business Relationships
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FIGURE 3.3 l Feedba disclosure/assertiveness
dimensions with communication styles



The Private Style "

disclosure/assertiveness
dimensions with communication styles

e Private style communicators:

— Feel more comfortable working with things than with
people

— Seek little feedback and disclose little information

— They not only feel uncomfortable around people,
they actually fear them

— Find it difficult to communicate their expectations to
others

— Often disappointed by and disappointing to those
around them



The Private Style W

dimensions with communication styles

* Private style communicators:

— Spend much of their energy in safety seeking and
keep from looking like fools, being blamed for
something, or even losing their jobs

— Try to avoid conflict and making decisions

— Can be quite productive as long as only minimal
interaction with others is required



The Dominant Style T

disclosure/assertiveness
dimensions with communication styles

e Dominant style communicators:

— Thrive in situations in which they can
demonstrate their expertise and experience

— Tend to fall on the low-feedback and high-
disclosure end of the two continuums

— Tend to be very confident and are not afraid to
express their views, expectations, or needs

— Are often right when they say their ideas are
better

— Are seen as critical and demanding



........

The Dominant Style  mm

dimensions with communication styles

e Occasionally, person who appears to be dominant is
really an insecure, closed person who notices that
blind communicators get more desired results

e These people — neurotic dominant communicators —
hide their insecurity behind an authoritarian mask



The Sociable Side o

disclosure/assertiveness
dimensions with communication styles

e Sociable style communicators:

— Are interested in people, good listeners, and are
generally well liked

— Fall on the low-disclosure, high-feedback ends of
the two continuums

— Are not afraid of people, and they don't hide from
them

— Are motivated by mistrust of people or by the
desire for social acceptance or both



The Sociable Side o

disclosure/assertiveness
dimensions with communication styles

e Sociable style communicators:

— If motivated by the desire for social acceptance,
want to please others

— Often appear to be sharing because they ask
questions and stimulate others to share

— Relationships with sociable people are basically
one-way



The Open Style .

dimensions with communication styles

e Open style communicators:

— Tend to use both disclosure and feedback

— Equally interested in people’s needs and company
productivity

— Are the ones who most appreciate other people

— Fall on the high-disclosure, high-feedback ends of
the two continuums



The Sociable Style e

disclosure/assertiveness
dimensions with communication styles

For most sociable people, the problem is not that
they are too sociable but that they are too sociable
too soon

Sociable people are generally sensitive to needs of
others and realize that conflict can be productive

Do not assume the sociable style is advocated in all
situations



The Best and Worst of Each Style

e Once you have identified the style you typically use
when things are going along smoothly and which
style(s) you use when under stress, check out the
strengths and weaknesses of those styles and see if
any changes are desired to fine-tune your
relationships at home and in the workplace



Practical Tips for Relating to
People of Different Styles

e Private communication style

— How to communicate with private managers:
e Take care —don’t threaten them or increase their
Insecurity

— How to communicate with private employees:
e Put closed employees in environments that feel
safe

— How to communicate with private customers:
e Don't expect them to openly express what they
really want



Practical Tips for Relating to
People of Different Styles

e Dominant communication style
— How to communicate with dominant managers:
e Take their criticism well and expect to learn from

them

— How to communicate with dominant employees:
e Expect that blind employees are self-assured

— How to communicate with dominant customers:
e Give a polished, well-supported sales presentation



Practical Tips for Relating to
People of Different Styles

e Sociable communication style

— How to communicate with sociable managers:
e If you are too knowledgeable or have come
from another department, you may be
considered a spy

— How to communicate with sociable employees
motivated by desire for social acceptance:
e Expect these people to be "“yes” people



Practical Tips for Relating to
People of Different Styles

e Sociable communication style

— How to communicate with sociable employees
motivated by lack of trust:
e Realize that hidden employees are hard to spot
because they have learned how to play the
game

— How to communicate with sociable customers:
e Spend time establishing a friendly feeling
before giving your pitch



Practical Tips for Relating to
People of Different Styles

e Open communication style

— How to communicate with open managers:
e Be honest and open, but use tact

— How to communicate with open employees:
e Share confidences

— How to communicate with open customers:
e Don’t be pushy or manipulative



Becoming Flexible in Use of Styles

e The key to good communication is flexibility of
styles

e |f you discovered some discrepancies, you may be
down to two choices:

— Change your job
— Adjust your style



Becoming Flexible in Use of Styles

e Adapting or changing a style will require changes in your
use of feedback, disclosure, or both

— The person with dominant tendencies needs to ask
for more feedback from others to discover areas
needing change

— The person with sociable tendencies needs to disclose
more and should slowly begin to share more
information, opinions, and feelings with others

— People with private or open styles need to work
equally on both feedback and disclosure
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